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-ABSTRACT

The twentiéth cenéury has seen a slow broadening of
the business community's narrow recruitment base for management
.positions. Business executives are being recruited increésingly
for their qualific;tions, rather than their social class,
religious affiliation, and ethnic background. Many studies have
concentrated on the influence of such factors as education, social
class, religious, political and organizational affiliation, age,
and sex on the careers of business executives. However, systematic
studies of the effect of race on the career patterns of business
executives have not been undertaken. This study attempts té fill
this void. The two central questions are: 1) What are the major
determinants of the career patterns of Black managers in white
businesses? 2) What effects do corporations have on their Black
managers' identities and relationships to the Black community?

In order to answer these central questions the following
subjects were carefully analyzed: (1) occupational mobility
theories, especially those theories dealing with managerial
mobility; (2) the white and Black managers' career patterns,
goals, aspirations, qualifications, job satisfaction, and
personai backgrounds; (3) the companies' general employment
policies and Affirmative Action Programs; (%) the white and
Black managers' understanding of their companies' hiring and
promotiné policies, their influence on the employment policies
of their companies, their agreement with their companies' employment
policies, their views about the fairness of their companies®
employment policies with regard to Blacks, and their views about

the fairness of the corporate world's employment policies with



regard to Blacks; (5) the white and Black managers' racial
attitudes and their perceptions of the racial atmosphere which
.exists in their firms; (6) the effect of social protest such
as riots and the civil rights movement on the career patterns
of Black managers; and (7) the effect of membership in white
corporations on the Black managers' relationships to their
communities.

Six of the eight firms participating in this study are
among the largest and most influential firms in California, if
not the nation. The two remaining firms were émaller operations
of large corporations located in the East. Two of the eight firms
are banks, two are public utilities, and four are in manufacturing.

Within each firm a random selection procedure was used
for selecting the participants. Any deviations were caused by
personnel limitations or limitations placed on the sampling
procedure by the firms. From all levels of management, 156
wvhite and 116 Black managers participated in the study. Of the
272 managers, 46 were females.

A seven-part administered questionnaire was used in order -
to collect the data. The interviews took between 1 1/2 and 3
hours to conduct.

The typical Black manager in this study is a 32 year
old male, college educated, liberal Democrat, Baptist who comes
from a working class background and whose mother ié probably more
educated than his father. The manager is married to a person with
educational achievement similar to his own, who comes from a working

class background, and works.. The manager lives in an integrated



neighborhood, has fairly frequent social contact with whites, and
belongs to integrated organizations.

The typical white manager is a 42 year old male,
college-educated, moderate Republican, Protestant who comes
from a middle class background and whose father is generally more
educated than his mother. “The manager is married to a person with
similar educational achievement, Qho comes from a middle class
family background, and who does not work. The manager lives in
an all-white neighborhood, has little social contact with B3lacks,
and belongs to segregated~organizations. '

The present situation of Black managers in white
corporations is not very hopeful; After thirty years of federal
and executive orders, ten years of Plans for Progress, seven years
of Title VII of the Civil Rights Act, and ﬁany'years of preaching
about commitment to equal_empioyment opportunities, Black managers
represent only 1.9 percent of the managers in the participating
firms. It has only been in the past four years that these firms
have made more than token efforts to hire and promote Blacks into
management positions, and this was done.under increasing pressure
from the Federal Government, civil rights groups, and the riots
of the 1960's. The few Black managers who are employed by these
firms are almost exclusively in low level management positions,
generally related to the Black "sphere" and have little, if any,
decision-making power.

In general, Black and white managers agree that racial
discrimination is the major factor explaining the Black manager's

present situation in the corporate world; however, the white



managers don't believe this is the case in their firms while
the Black managers do. The white managers believe that the
\lack of qualified Blacks is the major factor'?xplaining the
situation of Blacks in their firms. Contrary to the white
managers' views of the equal opportunities for Blacks in their
firms, all the data indicate that racial discrimination is the
major factor explaining the situation of Blacks not only in
the corporate world, but also in their firms.

The most important evidence which supports the
contention that Blacks are not and were not receiviné equal
employment opportunities in the participating firms is the
regression analysis which shows that just being white adds
over $4,000 to a managers yearly salary. It also shows that a
college educafion means about $1,000 more per year for white
managers than for Black managers, two‘years of work experience
at the present company adds $320 more per year for white managers,
and outside work experience adds $440 more per year for white
managers.

Only 10 percent of the Black managers and 1T percent
of the white managers indicated the racial atmosphere in their
firms is free of any anti-Black sentiment.

Finally, only 9 percent of the white managers in this
study did not express any negative racial attitudes. The following
characteristics quite frequently describe the manager who is moét
likely to express such attitudes: white, male, middle/upper

level, conservative Republican, over 40 years of age, no specific




educational achievement, very little contact with Blacks, and
very religious. Even though there is the tendency for this group
'to hpld the most racist attitudes, it is qui§§ clear that many
vhites at every level of age, education, and social background
hold racist attitudes.

Evidence was presented-which clearly showed that,
in general, the Black managers were more ambitious than the
white managers.

" Other déta showed that Black managers were much more
dissatisfied with such things as their work environment, promotions,
and salary than the white managers. In addition, while overall
satisfaction with the work environment increases for white{panagers
as they move up the hierarchicalladder, some evidence indicates
that it decreases for Black managers.

The Black managers in this study have more assimilative
tendencies than the general Black population. In addition, there
seenms to be a tendency for the older, middle-level, Black male
managers from the middle class to have more assimilative attitudes
and behavior than the other groups of Black managers. This indicates
that as some Black managers move up the occﬁpational ladder they
will become more integrationist in their attitudes and behavior.
The degree to which this will happen will depend on the types of
Jobs the Blacks hold, the racial.attitudes of white America in
general, and the government's action on integration in housing,'
schooling, and employment. If Blacks begin to work in areas not

related to the Black consumer market and Black employees, if




wvhite society begins to accept Blacks as neighbors, colleagues,
.and friends, and if the government pushes for integration and
equality of opportunity, Black managers will'be more inclined
to follow an integrationist path than a separatist path.

In the final chapter, a new management program is
suggested which incorporates job.design, Joint target setting,
and assessment. This management program will help insure

Blacks are given more equal opportunities.



BIBLIOGRAPHIC DATA I'- Repar No. 2. 3. Reciprent®s Accesston Now

SHEET Lo Y=gl )23

4. Tile wod subcatlc 5. Repont Date

i

) _ C e o e b
(A leee ho ,l)l(t,i\gt.?d Lo e JL2, fcle € \//r et

G/ 27/ 7

8. Performing Organization R pe.

. Author(s) f 4)"'/ N C - 1 . . P
7. Author( _,/)-C'/L.\; / ,./__.L.L re el ;,_ No-gfitiv= of (erd

-
[

9. Petforming Otganization Name and Address 10. Project/ Task,/%ork Unit No.

Liine s by 0 L atfor mi e

) . L { :L 3 L L 11, Contract /Grant No.
. Llets TAL e nA-ws ot =2~ 3L
B (/ L -/ ¢ » L'?J‘ VIRVE] 3
12. Sponsoring Organization Name and Address 13. 'l."ypc: ?f R:por_( & Period
U.S. Department of Labor Covered ) ,;lz,t-
Manpower Administration )98 — 1712
Office of Research and Development 14.

601 D Street, N.W., Washingtom, D.C. 20213

15. Supplementary Notes

, e 3 - . 4 L. C ORI e .
Come cont i The des beean g o Ll e U

}-) L \’lc". ;Lv\ ’;“'Vf ('(‘.-‘ : ‘\ L“I”:'; e

16. Abstracts

The most significant findings of this study are: 1) white corporations are doing
very little to provide Blacks with equal opportunities; 2) Black managers are
extremely critical of their opportunities in their firms and in the corporate world
in general; 3) white managers, while critical of the corporate world, generally
believe their firms are doing a good job in the employment of Blacks; k) in genera
Blacks attribute the present sad state of Black managers to racial discrimination,
while white managers attribute it to the Blacks' lack of qualification and their
cultural differences; 5) regression anglysis shows that the Black position is more
accurate because white managers with similar education and work experience make a
great deal more money than Black managers; 6) overall the Black managers are more
ambitious than white managers and they are much more dissatisfied with their work
careers and environment; T) the Black managers in this study are not losing their

17. Key Words and Document Analysis. 17a. Descriptors ' { N . b—:—
. . . o - . ALLAC T
Ll LAl oL vty L}“""(M e ~- o o
A S (e énmp- .ﬁy-nu v
¢ - : ‘ Ll greups
[-' TR (U LN c //L / E& I
P R . N a /)LL"-"K/}{‘&-(-’\JL‘.- ‘ )A SAe
g lattadico b ane lydte 7 .

P ) . Ml (o
Fatiss L bl
/ /nf’Z(-‘Uf\-uc )
A .
ﬂ/«QI;’LC'”"’d’f
L st A
17b. Identificrs /Open-Ended Terms pM )
. . e
’}/,I
/ -
17¢c. COSATI Field/Group 9) z A
18. Availability Statement Distribution is unlimited. 19, Security Class (This 21. No. of_l’agc.s
. Report) 5”(./ '/
Available from National Technical Information UNCLASSIFIED >
Service, Springfield, Va,. 22151. 20. Security Class (This 22. Price
? ’ . Page
UNCLASSIFIED
N TH s R e e THIS FORM MAY BE REPRODUCED vscoMuDe 149s2.P

¢ i./;l. 2



ACKNOWLEDGMENTS

Sincerity needs no embellishment. Briefly:

I would like to thank the management of the eight firms
for their cooperation, which made this study possible. In order
to protect the anonymity of their firms, I cannot name those
executives who advised me before, during, and after the study
and gave me much more than compliance.

I feel that any graduate student who undertakes a lengthy,
complex study needs professors who encourage, advise, and support
that study. The Chairmen of my dissertation comﬁittee, Professor
Harold L. Wilensky, Profe;sor Dow Votaw, and Professor Robert
Blauner more than filled these needs.

Professor Wilensky initially suggested the idea of a dis~
sertation about Black managers in white corporations. From thaﬁ
initial suggestion to the completion of this dissertation, Pro-
fessor Wilensky's close supervision, constructive criticisms and
strong support were invaluable. The numerous quotations from his
works clearly demonstrate my intellectual debt.

I am deeply grateful to Professor Dow Votaw for patiently
reading all three drafts, for many valuable suggestions, and for
solid moral support when I needed it.

Professor Blauner's comments resulted in some necessafy
chapter revisions and a reevaluation of some of my analysis; his

help was prompt and valuable.

111



O

ERIC

Aruitoxt provided by Eic:

Due to the scope and time frame of this study, I needed
assistance, both f{inancially and professionally. Both kinds of
support were provided by the Urban Institute. I am greatiy in-
debted to Mike Garn of the Urban Institcute, partially because he
stretched his budget to the limits.to give me financial assistance,

tut primarily for his faith that such a sensitive in-depth study

RS

could be successfully completed and be substantive in its conclusions.

I am also grateful for financial assistance from the Labor
Department ﬂanpower Adminictration.

Caroline Kerr and Gerald Bradshaw conducted half the inter-
views. I appreciate the excellent job they did under a very stren=-
uous and demanding schedule)

Frank Many, Margaret Brown and Professor David Nasatir
helped me understand the uses and misuses of the computer and
statistical methods.

John Hisloplof the Institute of Industrial Relations- and,
Coordinator of its minagement programs helpéd me write a brief
letter of introductiecn explaining the purposes of the study. He
also gave me valuablé udvice rega;ding thie general direction of
this study. ’,

Dean Sanford Elberg had the patience to listen to me
complain about the difficulties in conducting this study; equally
important he arranged financial asslstance.

Finally, my wife Caroline did more than her share in

helping me complete this study, from interviewing, key punching,
’

iv



editing, proofreading and giving endless moral support. I would
also like to tell my daughters Michele, Eleni and Sevgi that
daddy will not have to work all the time now and will have more

time to pay attention to them and their needs.




TABLE OF CONTENTS

ACKNOWLEDGMENTS . & ¢ & ¢« ¢ &+ ¢ o & s o o & o« & ifi

LIST OF TABLES s s 8 5 8 e e e & 3 e e e o 2 e xiv
PREFACE + & + v & ¢ o o o o &t o o o & o o o o 1

Chapter

I. RESEARCH DESIGN . . + & « ¢ v o v v v o o o o & 21
Introduction . . + « & & & o 4 o0 0 0. e 21
Selection of the Firms . . . « . ¢« « « .+ 21

The Selection Procedure . . . + « &« « &+ « & 25

Survey Instrument . . « + ¢ « o & & & & . e 30
Interview Quality . « « « ¢« « « 4 ¢ o & o 37

Summary and Conclusions . . + « « « &+ « + & 43

IT. GENERAL PROFILE OF THE MANAGERS . . . « . « « . 44
Introduction .« « + « o & o o s o 2 o o o 44

Geographical Backgrounds . . . . « . . .« & 44

ABES v v v e it e e e e e e e e e e e e 45

The Managers' Educational Backgrounds . . . 47

A. Subject areas in which the
managers received their degrees . . 51

B. Colleges and universities attended
by the participating managers . . . 52

vi




Family Background . . . . .

A. Mothers' and fathers' educational
levels

B. The managers' fathers best
occupations .

The Managers' Spouses Backgrounds .
A. Do the managers' spouses work?
B. Spouses' educational levels .

C. Spouses' fathers' best
occupations .

Religious, Political, and Organizational
Affiliations of the Managers and Their
Social Contact with Members of the
Opposite Race .

A. Religious preference and frequency

of attendance at church . . . . . "
\

X
B. Political philosophy and polltlcal

affiliations

C. Organizational affiliations .

D. The managers' social contact with
members of the opposite race

outside of work .

The Racial Make-Up of the Managers
Neighborhoods . e e . v e .

Would the Managers Marry Someone of
a Different Race? « « ¢ ¢ ¢« v ¢« v ¢ v & o

Summary and Conclusions .

vii

54
54

57
61
63

64

64

65
65
71
74
77
82

83

85



III.

THE COMPANIES' AFFIRMATIVE ACTION PROGRAMS

Introduction . .

The Companies' Affirmative Action

Programs
A,

B.

G. Compliance procedures .
Why the Companies' Affirmative Action
Programs Differ: Introduction . . . . .
A. Governmental influence
B. Social pressures and riots . . .
C. Industry and firm characteristics .
D. Views of what constitutes a
successful Affirmative Action
Program .
E. Views of anticipated problems
and problems which actually
occurred
F. Views of where Affirmative Action
Programs meet the most resistance .
G. Individual managers as an explan-
ation for the difference in the
Affirmative Action Programs of
these companies . . . . « . . . .
Summary and Conclusions .

Employment goals

Recruiting policies . . . . « . .
Testing policies

Training programs . . . . . .
Promotional policies

Structures of the companies'
Affirmative Action Programs .

viii

87

87

87
90
95
103

105

- 108

111

116

119

119

122

129

133

136

139

145

147



1v.

V.

THE PICTURE OF BLACK MANAGERS IN
THE PARTICIPATING FIRMS . .. ¢« ¢« v ¢ ¢ « &

Introduction .« + ¢« ¢ ¢ ¢ ¢ o &+ o o o o o o
Blacks in Governmental Service . . . « « .

Blacks in the Participating Firms and
in Industry in General . . . . . . . . ..

Summary and Conclusions . . . . . « . . . .
EXPLANATIONS FOR THE PRESENT SITUATION OF
BLACK MANAGERS IN WHITE CORPORATIONS . . . . .

Introduction . . + ¢ ¢ ¢ ¢« ¢ 4 4 o & 4 .

The Managers' Views of Their Companies'
General Employment Policies: Introduction

A. Agreement with hiring and
promoting policies . . . ¢« . ¢ o &

B. Unwritten employment policies .

C. Promotional changes the managers
would make . . . . . ¢« . ¢ . .

D. Summary and conclusions of the
managers' views of their companies'
general employment policies . .
How the Managers Explain the Under-
utilization of Blacks in Industry and
the Incidence of Black Managers in
Their Companies . . « ¢« ¢ v ¢ ¢ ¢« ¢« o« o o« &

The Cultural Proposition

A. Summary and conciusions of the
cultural proposition

The Qualification Proposition . . . . . . .

A. Summafy and conclusions of the
qualification proposition . .

ix

152

152

152
156
179
180
180
181
181
183

187

190

194

200

209

213

223



The Discriminatory Proposition:
Introduction .« . . « .+ ¢« ¢ ¢« ¢« v 4 ¢ + 4 . 227

A, Multiple regression analysis
-+ and analysis of variance . . . . . 227

The Managers' Overall Views of the
Corporate World and Their Firms
with Regard to Opportunities for
Blacks + ¢ ¢ ¢ o ¢ ¢ ¢ o o s s e s s e o e 236
Summary and Conclusions . . . . . . . . . . 245
VI. RACTAL ATMOSPHERE AND COMPLIANCE WITH
EMPLOYMENT POLICIES . . + & &+ ¢ « + + « « o« 4« & 249

Introduction . + « ¢ & ¢ o + o o o o o o 249

The Managers' Views of the
Racial Atmosphere . . . . . . . . . . . . . 250

- A. Summary and conclusions of the
managers' views of the racial
atmosphere . . . . « . ¢ . ¢ o . . 260

The White Managers' Personal Opinions
about Blacks . . . + . 4 . . 0 e 4 e e .o 263

Overall White Racist Attitudes . . . . . . 276

A. Summary and conclusions of the
overall white racist attitudes . . 282

How the Managers Deviate from the
Formal Policies of Their Companies . . . . 283

Summary and Conclusions . « « « + « « + +» . 293

VII. THE MANAGERS' IMAGES OF THE
PROMOTABLE MANAGER & v & ¢ & + o o o o o o o & 296
Introduction .+ + o & o « o o o o 4 0 s e 296

The Participating Managers' Ideal Images
of the Promotable Manager . . « « « « + .+ & 300




A. 1Ideally irrelevant facts . . . . . 301
B. Ideally helpful facts . . . . . . . 304
C. Ideally harmful facts . . . . . . . 306
D. Summary and Conclusions . . . . . . 309
Who Actually Gets Ahead . . .« « + + « + + 309
Who Does Not Get Ahead . . . . . . . . . . 315

Comparison of Select Items by
Various Characteristics . . . . « +« ¢« « + & 318

Summary and Conclusions . « . « « « o « « & 326

VIII. THE MANAGERS' ASPIRATIONS, WORK ENVIRONMENT,
AND JOB SATISFACTION . « ¢ &+ + ¢ ¢ o o o o & 328
Introduction . . « + +v ¢ ¢« ¢« 4 & s o s o4 328

The Managers' Attitudes about Their
Past Progress in Their Companies . . . . . 332

The Managers' Attitudes about Selecting
New Jobs, Their Future Progress in Their
Companies, and Their Goals . . . . . . . . 339

A. Important and unimportant factors
in selecting a new job . . . . . . 339

B. Goals and aspirations . . . . . . . 342
C. Major obstacles . « + « + « o « « . 349 °
D. Summary and conclusions of the

managers' attitudes about selecting

new jobs, their future progress in

their companies, and their goals . 352

The Managers' Work Environment . . . . . . 355

A. Summary and conclusions of the
managers' work environment 364

xi




The Managers' Satisfaction with Several

Important TFactors . . o « v ¢« & & & o « o & 365
Summary and Conclusions . . . « + « « + o . 370
IX. MINORITY MANAGERS IN A MAJORITY SETTING . . . . 374
Introduction . . v 4 v ¢ 4 ¢ & o ¢ + + o W 374

With What Segments of the Black Community
Do the Black Managers Have Good
Communications? . . + « v v ¢« « « &+ &+ « o 386

Do the Black Managers Believe that Blacks
Are Pressing Their Case Too Hard? . . . . . 394

Are the Black Managers Called Uncle Toms
or Sellouts because of Their Positions
in these FIrms? . « v ¢« ¢« v ¢« o & &+ o o o 397

Do White Corporations Psychologically and
Physically Remove Blacks from the
Black Community? . . . « . + « + « « « « o 399

Would the Black Managers Move to a Small
White City or Town? . . . . « + . + « « . . 403

What Do the Black Managers Think Is the
Best Path for Blacks to Pursue in
This Country? . « ¢ v & & & o o o s o o o 408

The Advice the Black Managers Would Give

Other Blacks with Regard to the Best

Possible Strategy to Follow in This

Society in Order to Live a Prosperous,

Free Life . . . . « « v v ¢ v ¢ v v o« o o« 412

Introduction to the Black Managers'
Overall Non-Assimilative Indices . . . . . 416

A. The Black managers' overall non-
assimilative attitude index . . . . 417

B. The Black managers' overall non-
assimilative behavior index . . . . 419

Summary and Conclusions . . . « « + + « . . 422

xii




X. CONCLUSIONS AND SUGGESTIONS . . . . . « « « « . 424
Intvoduction . . « ¢ & ¢ ¢ s & ¢ ¢ 4 o o 424
The Major Problem~-Racism . . . . . . . . . | 424
What the Participating Manager: Believe
Should Be Done to Provide Equal Employ-

ment Opportunities for Blacks . . . . « . « 437

The Advice the Black Managers Would Give
to Other Blacks . . + ¢« « ¢ ¢ ¢ ¢ ¢ « o o« & 444

What Can and Should Be Done to Provide

Equal Employment Opportunities for Blacks--

APersonal Note . & v v v ¢« v ¢ o o o o o 446
APPENDICES & ¢ ¢ ¢ ¢ o o o o o o o o o '« o o 464

Appendix A: Questionnaire . . . . . . . . 464

Appendix B: Frequency Distribution of
Relevant Tables . . . . . . . 530
Appendix C: Analysis of Variance Tables . 559

BIBLIOGRAPHY . & v & ¢ & v o o o o o o o o o 566

xiii




Chapter I

Table

Table

Table

Table

Table

Table

Table

Chapter II

Table

Table

Table

Table

Table

Table

Table

Table

Table

1:

1:

2:

3:

LIST OF TABLES

Number and Sex of Participating
Managers from Each Company .

Percent of Black Managers Participating
in the Study from Each Firm

Percent of Interviews Completed by Staff .

Quality of the Interviews

Interest of the Interviewees .
Interviewers' Rapport with the
Interviewees « « « &+ « ¢ o ¢ o s o » o

Interviews Evaluated by Companies

The Managers' Ages . . . . . .

Managers' Educational Levels .

Mothers' and Fathers' Educational Levels .

Best Occupation of Fathers when
Managers Were Teenagers

Religious Preferences . . . . . . . . .
Attendance at Religious Services . .
Political Philosophies .

Political Affiliations . . .

Organizational Affiliations

xiv

28

29

35

38

39
40

42

46
49

55

59
66
69
72
74

76



Table 10: Frequency of Social Contact with
Members of the Opposite Race Not
Related to Work . . . . « « ¢« ¢ ¢« v «v o + & 78

Table 11: Type and Frequency of Social Contact
with the Opposite Race Not Related
to WOoTk ¢ v o o 4 v 6 6 s 4 s e e e e e e 81

Chapter III

Table 1: Dates Companies First Developed
Written Affirmative Action Programs . . . . 89

Table 2: How the Managers Obtained Jobs with
Their Present Companies . « + « + &+ « o « 98

Table 3: Affirmative Action Reports Required
by the Firms . . . . . . + « + + v v o« « « . 117

Table 4: Effect of Riots on the Companies'
Employment Policies . . . . . . . . . . . . 124

Table S: At Which Managerial Level Do Companies'

Affirmative Action Programs Meet the
Most Resistance? . . . . + « « & « + +« « « . 140

Chapter IV

Table 1: Dates When First Blacks Were Employed . . . 157

Table 2: Increase in Total Management and Black
Management from 1967-1971 . . .. . . . . . 159

Table 3: Lengfh of Service of All the Black
Managers in the Companies . . . . . . . . . 162

Table 4: Total Years of Relevant
Work Experience . . ¢ ¢ ¢ ¢ ¢ ¢ ¢ ¢ o o o o 164

Table 5: Factors Which Helped Managers Attain
Their Present Positions . .« + + + & & « o & 165

Xv




vChaQter \')

Table 1: The Reasons the Managers Agree with
Their Companies' Employment Policies . . . . 182
Table 2: The Reasons the Managers Disagree with

Their Companies' Employment Policies . . . . 184

Table 3: Unwritten Employment Policies Which

Realistically Affect Decisions . . . . . . . 185
Table 4: Changes the Managers Would Make in Their

Companies' Promotional Policies . . . . . . 189
Table 5: The Managers' Explanations for the Seeming

Underutilization of Black Managers in the

Corporate World in Gemeral . . . . . . . . . 196
Table 6: The Managers' Explanations for the

Incidence of Black Managers in

Their Companies . « + + « & ¢« ¢« + o o « o & 197
Table 7: Correlation Coefficients and

Explained Variance . . « « + « ¢« « « v « « & 230
Table 8: The Managers' Overall Views of the

Fairness of the Corporate World's

Employment Policies towards Blacks . . . . . 238
Table 9: The Managers' Overall Views of the

Fairness of Their Companies' Employment
Policies towards Blacks . . . . « . « . « . 240

Table 10: A Comparison between Negative Views of
the Corporate World's and the Participating
Companies' Employment Policies
towards Blacks « + ¢« ¢ v ¢ ¢« o ¢« 4« o« o o - 244

Chapter VI
Table 1: The Managers' Overall Views of the

Racial Atmosphere in the Participating

Companies .« .« « o ¢ 4 ¢ ¢t ¢ o o o 4 o o o 252
Table 2: The Managers' Views of the Racial

Attitudes among Their Peers
and Subordinates . . . ¢ v . v 4 4 e e e e W 254

xvi




Table 3: The Managers' Views of the Racial
Attitudes among Their Peers,
Subordinates, Superiors, and
Superiors’ Bosses . . . « .« 4 4 s 4 s s . . 255

Table 4: The White Managers' Degree of
Agreement with Negative Stereotype
Statements about Blacks . . . + & 4 ¢ . . . 265

Table 5: Index of White Managers Who Agreed with
Negative Statements about Blacks . . . . . . 266

_Table 6: Good Characteristics of Black Managers . . . 273
Table 7: Bad Characteristics of Black Managers . . . 274
Table 8: White Managers' Overall Racial Attitudes . . 278

Table 9: Things about a Management Candidate that
Might Make the Managers Hesitate to Hire
or Promote Him/Her other than His/Her
Lack of Experience and Job Knowledge . . . . 285

Table 10: How the Managers' Employment
Decisions Deviated from Companies'
Employment Policies . . « . + + « & + « o & 288

Table 11: Why the Managers Would Have Taken More

into Consideration Other Groups' Feelings

about Blacks Ten Years Ago than Now . . . . 291
Table 12: Why the Managers Would Not Hlave Been

More Concerned with the Negative Racial
Attitudes of Others Ten Years Ago . . . . . 294

Chapter VII

Table 1: Factors Which the Managers Believe
Should Ideally Be Ilrrelevant
for Promotion . . + v ¢ ¢ ¢ v 4 4 4 4 e e 302

Table 2: Factors Which the Managers Believe
Should Ideally Be Helpful for Promotion . . 305

Table 3: Factors Which the Managers Believe
Should Ideally Be Harmful for Promotion . . 307

Table 4: Positive Image + + + &+ + + o o« o o o o o & = 311

xvii




Table 5:

Difference in Percent of Criteria
Seen as More Important to Promotious
in the Managers' Firms and Business
than the Managers Believe Should
Ideally Be the Case

Table 6: Factors Which Managers Believe Are
Harmful for Promotion in Their Firms .

Table 7: Factors Which Managers Believe Are
Harmful for Promotion in Business
in General .

Table 8: Responses to Selected Factors
by Companies . . . . . . .

Table 9: Responses to Selected Factors by
Managerial Level, Age Group, and
Educational Level

Chapter VIII

Table 1: Have the Managers Progressed as Rapidly
as They Think They Should?

Table 2: Reasons the Managers Are Satisfied
with Their Progress . . « « «:v o o o &

Table 3: Reasons the Managers Are Not
Satisfied with Their Progress . . . . .

" Table 4: Which Factor Would Be the Most
Important when Selecting a
New Job . . + « « ¢ « + &

Table 5: Level of Management the Managers Would
Like to Achieve . . . . . ¢« .+ ¢« + ¢« .+ &

Table 6: Major Obstacles the Managers Believe Are
Hindering Their Chances for Advancement

Table 7: What Bothers the Managers in
Their Work Environment . . . . . . . . .

Table 8: The Black Managers' Overall Views

of Their Work Environment

xviii

314

316

- 317

319

324

333

335

337

343

345

351

358

361



Table 9: The White Managers' Ovcrall Views
"~ of Their Work Environment . « « o + o o« o o 361

Table 10: The Managers' Satisfaction
with Selected Items . . . . . . . + + « « . 367

Table 11: The Black Managers' Overall
Satisfaction with Their Job Situation . . . 368

Table 12: The White Managers' Overall
Satisfaction with Their Job Situation . . . 368

Chart I: Differences between the Expected and
Desired Times for Promotions . . . . . . . . 344

Chapter IX

Table 1: The Segments of the Black Community with
Whom the Black Managers Have Good
Communications . . « + o « &+ + o o o o o & & 387

Table 2: The S=gments of the Black Community with
Whom the Black Managers Have Bad
Communications . . . . + + + « ¢« + + ¢ + . . 388

Table 3: Why Black Managers Have Good Communications
with Certain Segments of the Black
Community . o « o ¢ ¢ + ¢ & o « o + o o « & 391

Table 4: Why Black Managers Have Poor Cormunications
with Certain Segments of the Black
Community o o + o o o o o o o o o o o o o o 392

Table 5: Why Black Managers Do Not Believe Blacks .
Are Pressing Their Case too Hard . . . . . . 395

Table 6: Why Black Managers Do Not Believe
Corporations Remove Blacks from the
Community . + + « ¢ & & v ¢ o o o o o o« + o 401

Table 7: Would Black Managers Accept a Transfer to
a Small White City or Town? . . . . . . . . 404

Table 8: Why the Black Managers Would Accept a
Transfer to a Small White City or Town . . . 405

Table 9: VWhy the Black Managers Would Not Accept
a Transfer to a Small White City or Town . . 407

Q xix




Table 10: What the Black Managers Believe Is the
Best Path for Blacks to Pursue in
This Country . . + + + 4 ¢ &« o o« e o o o » 409

Table 11: Why the Black Managers Believe Forming
Strong Social, Political, and Economic
Organizations Is the Best Path for
Blacks to PUrSUE « « + « o & o & o o o o o o 413

Table 12: Advice the Black Managers Would
Give to Other Blacks . . . . + ¢« « « +« « . . 414

Table 13: The Black Managers' Overall
Assimilacive Attitude Index . . . . . . . . 418

Table 14: The Black Managers' Overall
Assimilative Behavior Index . . . . . . . . 420

Table 15: The Relationship between the Black
Managers' Assimilative Attitudes
and Behaviors . « ¢« ¢ + o 4 o o 0 4 0 .. . 421

Chapter X

Table 1: The Most Important Rights Thing
Companies Should Do to Provide
Blacks Equal Opportunities . . . . . . . . . 439

Table 2: The Managers' Suggestions to Further
Reduce Barriers to Black Employment . . . . 441

XX




PREFACE

The twentieth century has seen a slow broadening of the
business community's narrow recruitment base for management posi~
tions. Business executives are being recruited increasingly for
their qualifications, training, and abilities rather than their
social class, religlous affiliation, and ethnic background. Many
ttuiles have analyzed the effecgs of business leaders' backgrounds
on their career patterns. These mobility studies have concentrated
on the influence of such factors as éducation, social class, reli-
gious, political and organizational affiliation, age, and sex on.
~ the careefs of business executives. However, systematic studies
of the effect of race on the career patterns of business executives
have not been undertaken. This study will attempt to fill this
void. The central questions of this study are: (1) wﬁat are the
major determinants of the career patterns of Black managers in
white businesses? (2) What effects do white corporations have on
Black managers' identities and relationships with the Black community?

Among the strongest values.and Seliefs in thé United States
is the idea that all individuals are and should be guaranteed equal
rights and opportunities in all aspects of iife. When applied to
the business world, this ethic would be that individuals' successes
or failures are and should be strictly dependent on their abilities,

goals, amibitions, and determination.
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More than fifty years ago, B. C. Forbes expressed this
ethic in most idealistic terms:

Neither birth nor education, neither nationality
nor religion, neither heredity nor environment
are passports or obstacles to the highest success
in this land of democracy. Only "“worth" counts.

Not only does American culture accent equal rights and
opportunities, but, as Max Weber argued, modern industrial bureau-
cratic systems have helped support and maintain the belief in
equality of opportunity. More specifically, Weber believed that
bureaucracies have a normal tendency to eliminate class differ-
ences and in turn the elimination of class differences provides
a favorable atmosphere for the development of bureaucracies:

The development of bureaucracy greatly favors the
levelling of social classes and this can be shown
historically to be the normal tendency. Conversely,
every process of soclal levelling creates a favour-
able situation for the development of bureaucracy;
for it tends to eliminate class privileges, which
include the appropriation of authority as well as
the occupation of offices on an honorary basis or
as an avocation by virtue of wealth. The combina-
- tion everywhere inevitably foreshadows the develop-
ment of mass democracy. . . 2

Harold Wilensky expertly summarized the ideal relationship
between the large bureaucratic industrial system and the American

ethic of equal rights and opportunities:

« + o every industrial system requires some compe-
tition for occupational position on the basis of

1Quoted in Vance Packard, The Pyramid Climbers (New York,
1962), p. 29.

2Max Weber, The Theory of Social and Economic Organization,
trans. by A. R. Henderson and Talcott Parsons (London, 1947), p. 340.
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criteria relevant to the performance of the role,
as well as some system of special reward for scarce
talents and skills. It is plausilkle to assume that
these universal structural features of modern econ-
omies foster similar mobility idecologies, that in
the most diverse political and cultural contexts,
doctrines of economic individualism take root:
increasing portions of the population in modern-
izing sectors believe that everyone has an equal
opportunity to achieve a better jcb, everyone has
the moral duty to try to get ahead, if a man fails
it is at least partly his own faul., and so on.
Such notions are widespread in the U. S., again in
its most modern sectors.

However, W. Lloyd Warner and James Abegglen noted that the
levelling effects of bureaucracies and the American ethic of equal
opportunities for all have yet to reach fruition:

. . « the operation of rank and the effects of high
birth are strongly evidenced in the selection of the
American business elite. Men born to the top are
more likely to succeed and have more advantages than
those born further down. There is not full freedom
of competition; the system is still sufficiently
status-bound to work to the considerable advantage

. of men born to higher position. Fathers at the elite
levels still find it possible to endow their soms
with greater opportunity than those further down en-
joy. Nevertheless, they do so now in decreased num-
bers. The sons of men from the wrong side of the
tracks are finding their way increasingly to the
places of power and prestige. The values of com-
petitive and open status are felt more today than
yesterday and those of inherited position and fixed
positton, while still powerful, are less potent now
than they were a generation ago.

In deciding who will or will not be promoted, large bur-

eaucratic organizations take into consideration ability and job

34. L. Wilensky, "Measures and Effects of Social Mobility,"

in Social Structure and Mobility in Economic Development, ed. by
Neil J. Smelser and Seymour Martin Lipset (Chicago, 1966), p. 103.

4. W. Warner and J. Abegglen, Occupational Mobility (Min-
neapolis, 1955), p. 36.



performance criteria as well as ascriptive criteria, most of
wgich are irrelevant to ability and job performance.

Although the distinctions are not sharp, some criteria
mainly reflecting ability are: educational level, training, .
work experience, job knowledge, leadership, iob performance,
and references. Some criteria not mainly reflecting ability
are: race, sex, age, class, family background, and religion.
Personal references and educational institution attended may
reflect both criteria relevant to performance of the role and
those not relevant. Other factors such as personality, cultur-
al background, personal life style, and appearance, although
they are not generally considered ability criteria, may be crit-
ical in some occupgtional positions. Robert P. Quinn, et al.,
wrote that the most notable characteristic of the non-ability
criteria is their irrelevancy to job performance. Other common
characteristics of non-ability criteria are that they are gen-
erally conferred by an individual's social background; that moét
people use these factors as a basis for forming social relations
not related to work; and that they usually cannot be modified
either by formal education or work-related experience.

There have been many studies which have analy.zed the
effects of ability and ascriptive criteria on the career patterns
of primarily white managers.

Suzanne Keller noted that, in 1952, two-fifths of the

SRobert Quinn, et al., The Chosen Few: A Study of Execu-
tive Discrimination in Executive Selection (Michigan, 1968),
pp. 2-30




American business elite went to Harvard, Yale, or Princeton.

Garda W. Bowman in 1962 and 1964 found that a white
Protestant male born in the U. S. A. wno had a college education
was the most promotable manager in the business world. The least
promotable manager was an ethnic mino;ity, i.e., Black, Puerto
Rican, or Asian or a female.7

Charles H., Coates and Roland J. Pellegrin in 1957 in an
article which dealt with businesses and industries in one South-
ern metropolitan area found that national origin, family status,
personal friendships, participation in off-the-job activities,
and conformity with the social characteristics of one's super-
visors all had their effects on an individuai's promotional
opportunities.8

Melville Dalton in 1951 found that managerial promotions
in a New England factory were enhanced greatly if the manager
was a white Protestant male who was a member of the Republican

Party, the Masons, and the local yacht club.9

6Suzanne Keller, Beyond the Ruling Class: Strategic
Elites in Modern Society (New York, 1963).

7Garda W. Bowman, 'The Image of a Promotable Person in
Business Enterprise'" (unpublished Ph.D. dissertation, New York
University, 1962). See also Garda W. Bowman, ''What Helps or
Harms Promotability?" Harvard Business Review, 42, No. 1 (Jan.-
Feb., 1964); 6-26, 184-96.

8Charles H. Coates and Roland J. Pellegrin, "Executives
and Supervisors: Informal Factors in Differential Bureaucratic
Promotion," Administrative Science Quarterly, 2 (1957), 200-215.

IMelville Dalton, "Informal Factors in Career Achievement,"
American Journal of Sociology, 56 (March, 1951), 407-415. For
other mobilities see: E. D. Baltzell, The Protestant Establishment:



What these studies clearly indicate is that, although
bureaucracies have had a levelling effect on class differences,
certain classes and races of people still have considerable ad-
vantages over other classes of people. Put another way. it is
evident that, in addition to ability criteria, many ascriptive
criteria are taken into consideration when evaluating the promo-
tability of an individual. Furthermore, Weber's levelling theory
of bureaucracies was concerned with class differences in all-white
gsocieties as opposed to differences in a multi-racial society and
thus has more validity when aéplied to all-white class situations
than when applied to multi-racial class sitﬁations.

Although the United States has been characterized by
large bureaucratic organizatidns for many éenerations and Blacks
have been guaranteed equal rights and opportunities for over 100
years, thé fact that in the past thirty years more than ten execu-
tive orders.10 and a major civil rights bill have been signed into
law in order to guarantee Blacks and other minorities equal oppor-

tunities in employment and new agencies had to be formed to carry

Aristocracy and Caste in America (New York, 1964). C. F. Beattie,
"Minority Men in a Majority Setting: Middle Level Francophones at
at Mid-Career in the Anglophone Public Service of Canada" (unpub~-
lished Ph.D. dissertation, University of California, Berkeley,
1970). Randall Collins, "Employment and Education, A Study in
the Dynamics of Stratification' (unpublished Ph.D. dissertation,
University of California, Berkeley, 1968). Robert P. Quinm,
Joyce M. Tabor, and Laura K. Gordon, The Decision to Discrimin-
ate: A Study of Executive Selection (Ann Arbor, Mich., 1968).

N. J. Weller, "Religion and Social Mobility in Industrial Society"
(unpublished Ph.D. dissertation, University of Michigan, 1960).

loExecutive Orders are administered decrees used by the
President to implement policies without Congressional approval;
however, if money is needed to carry out these orders, the Con-
gress must approve the allocation of funds.



out these laws at the cost of hundreds of millions of dollars to

-,

the taxpayers is adeyuate testimopy that the system has not pro-
duced equality of opportunity.

Theodore Caplow gives some insight into why Weber's
theory of the levelling effect of bureaucracies has not applied
to Blacks:

The official ideology of any hierarchy neces-
sarily includes the insistence that all promotions
are determined by merit and achievement. Popular
insight counters with the wistful or derisory ob-
gervation that all promotions are nepotistic.

Both positions are necessarily correct. A func-
tioning hierarchy which wishes to stay in business
must necessarily consider the talent of candidates
in making its selections. But, even under the most
rigorous civil service controls, any such hierarchy
will also evaluate the candidate as a potential in-
group member, and will therefore give special at-
tention to his ‘congeniality in the broadest sense--
a factor which depends upon his ability to conform
to the habits and standards of the elders, and also
upon the quality of his ancestors, his relatives,
and his friends.

The essential reasons for this condition seem to
lie in the psychology of group life. As Homans has
shown, the mere existence of a face-to-face group
presupposes the establishment of group standards,
and the continuity of a group depends upon its abil-
ity to enforce its standards upon its members. At
each hierarchical level certain secondary qualities
determine which of a number of equally intelligent
or equally efficient candidates for promotion shall
be favored. They are by no means the same for all
occupations or even for all similar occupations,
but general trends can always be discerned.

Other secondary qualities which typically figure
in hierarchic promotion are appearance, skills of
sociability (including sexual attractiveness), re-
ligious and athletic affiliation, participation in
formal and informal associations, miscellaneous
talents for oratory, poker, or golf, and judiciously
conspicuous consumption.




The most important selective elements, however,
are those which have to do with-the workings of the
hierarchical system itself. Thus, the eiders are
inclined to select those who are like themselves
in general appearance, and who, in addition, have
demonstrated specific ability to conform to hier-
archic expectations, to render personal services
to their sponsors, to conduct themselves prudently
in internecine conflicts, and to maintain the in-
terests of the group against all outsiders.

The net effect of hierarchical organization is
to bring to the fore persons who have carefully
shaped themselves to conform precisely to group
norms imposed by authority--including such very
delicate nuances as the proper choice of ties and
the use of appropriate inflections in conversation.

11
The potentially harmful effects of the psychology.of the
executive suite on the Black managefs are profound. Although
Blacks will be able to resemble the corporate '"in-group" in al-
most every manner, they cannot do so in colo;. Blacks can, 1if
they wish to and if they have to, change their style of dress,
speech, social skills, religious affiliation, political affilia-~
tion, and they can learn to play golf, but they can never change
their color. Because they cannot change their color which pro-
duces negative stereotype attitudes amohg many whites, they can-
not participate fqlly and equally in many social activities both
directly and indirectly related to theiy work. Blacks in white
corporations are generally excludéd from achieving any social
rapport or familiarity with their supervisors or work groups,

thus they are not able to take advantage of those opportunities

to display to their supervisors and work groups their social

llTheodore Caplow, The Sociology of Work (New York, 1954),
pp. 71-72.




abilities which become increasingly important as one moves up
the occupational ladder.

Paul Bullock noted that "subtle discrimination which may
exist in a closely knit group is particularly difficult to cver-
come. A tacit agreement among certain key leaders in a unit can
assure that a Negro never performs work above a minimum level of
skill and responsibilit:y."12

In this study several cases.came go light of Black man-
agers not being able completely. and fully to become members and
participate in the rewards of a group life. For example, one
Black manager was so light that people considered him white, un~-
less they had been told othérwise. He had impeccable credentials
when he was hired and was completely accepted as oﬁe of the boys
at work. However, when his work group discovered that he was not
white but just a light skinned Black, the attitudes of his white
colleagues changed completely. People no longer asked him for
advice. He was no longer spoken to freely and no longer invited
to join others for lunch or coffee. In short, he was isolated
and ignored. This same process of being accepted and then re-
jected once his white colleagues discovered be was not white had
occurred several times in previous jobs.

Thus, to explain the Black executive's position one must
combine Weber's levelling theory and the ethic of equal rights
and opportunities with an analysis of the internal dynamics of

the executive suite.

12pau1 Bullock, Equal Opportunity in Employment (Los
Angeles, 1966), p. 103.
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It cannot be denied that some sectors of American society
‘have been moving slowly forward, with occasional setbacks, toward
a more equitable society; however, the extent to which progress
has been made in the business world, especially in the managerial
ranks, has become a serious and heated issue in the country.

Although many articles and books have been written which
discuss the general Black employment situation, there is no com-
plete, in—depth study concentrating on the Black managers in
white corporations.13

Many of the empirical studies make broad generalizations
which are mot usually supported by any'condrete evidence. For

example, Herbert Northrup and his associates at the Wharton School

of Finance and Commerce at the University of Pennsylvania put

1314 this study the word "manager" will be defined as:
managers, officials, and professionals. The exact definitions
of these words are similar to the definitions the Equal Employ-
ment Opportunity Commission uses in its reporting forms. Their
definitions follow: ’

_Officials and Managers--Occupations requiring ad-
ministrastive personnel who set broad policies, exercise
over-all responsibility for execution of these policies,
and direct individual departments or special phases of
a firm's operations. Includes: officials, executives,
middle management, plant managers, department managers
and superintendents, salaried foremen who are members
of management, purchasing agents and buyers, ‘and kindred
workers.,

Professional--Occupations requiring either college
graduation or experience of such kind and amount as to
provide a comparable background. Includes: accountants
and auditors, airplane pilots and navigators, architects,
artists, chemists, lawyers, etc.

The primary reason the word "manager" is being used in such a
broad manner is that many firms have expressed some difficulty in
distinguishing between officers, managers, and professionals. In
addition, the more technically oriented firms have very few Black
managers amd/or officers, but a somewhat larger number of Black
professionals.
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forth in a series of books certain testable hypotheses regarding
the tendency of industries to integrate or not integrate their
work forces.14 In general, the books concluded that industries
will have more Black workers, if they are located in Northern
urban areas where large numbers of Blacks live, the industries
are expanding their work forces, and the industries are not
consumer oriented. Although Northrup and his associates recog-
nized the existence of discrimination, the general tenor of the
books was a lack of qualified Blacks rather than discrimination
was the primary factor explaining the number of Blacks in indus-
tries, especially the extremely small number in managerial posi-
tions. This generalization was made without any concrete sup-
portive data. The primary sources of statistical data used in
the books which were reviewed by this writer were aggregate in-
dustry statigtics on the number of Blacks in various occupational
groups compiled by the U. S. Equal Employment Opportunity Com-
mission and the U. S. Census of Population and data in possession
of the zuthors. These data do not provide us with statistical

information concerning the qualifications of the Black managers

lothe following books were reviewed by the writer: The
Negro in the Automobile Industry, by Herbert R. Northrup, 1968.

The Negro in the Aerospace Industry, by Herbert R. Northrup,

1968. The Negro in the Steel Industry, by Richard L. Rowan,
1968. The Negro in the Chemical Industry, by William H. Quay,

1969. Negro Employment in Basic Industry, by Herbert R. North-
rup, 1970. The Negro in the Public Utility Industries, by Ber-
nard E. Anderson, 1970. The Negro.in tbe¢ Insurance Industry,
by Linda P. Fletcher, 1970. The Negro in the Meat Industry,

by Walter A. Fogel, 1970. The Negro in the Tobacco Industry,

by Herbert R. Northrup, 1970. The Negro in the Banking In-
dustry, by Armand J. Thieblot, Jr., 1970.
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at various occupational levels, therefore we are not able to com-
pare the Black managers with their white counterparts. Thus,
Northrup et al.'s proposition that Blacks| are not making it be-
cause they are not quélified is unsubstantiated. Their atati;-
tics only present a general picﬁure of the number of Blacka'in
certain industries.

Jack G. Gourlsay's book illustrates another shortcoming
found in many studies written about Blacks in white corporations:
reliance on data collected from official representatives of the
participating companies.l5 Such data tend to be biased because
of the loyalty the representatives feel towards tneir company
and/or because these representatives are usually those people
who are directly responsible for their companies' employment
policies, thus they generally believe they are doing a reputable
job with regard to the employment of Blacks.

Gourlay claimed that Blacks had made significant progress
in salaried positions because in the interviews he conducted in
an American Management Association questionnaire survey the "pre-
ponderant majority of executives indicated that they were willing
to provide Blacks with equal opportunities.' He concluded:

Objective analysis of all the facts and opinions
generated in this research project yields one

principal conclusion: that the underlying
climate of motivation in virtually all of the

lsJack G. Gourlay, The Negro Salaried Worker (New York,
1965).
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)

companies studied is one of sincere willingness

to deal with the Negro movement in good faith . . . .16

However, there is.very little concrete evidence to support
these pronouncements. As noted before, Gourlay based his state-
ments primarily on the responses of the official representatives
(Vice-Presidents of Personnel and Personnel Directors) of the
301 companies who participated in his American Management Associa-
tion study. He supplied the following companies' data to show
the situation of Black salaried workers in the participating
firms:

164 companies reported Negroes in salaried positions
65 companies reported Negroes in professional positions

59 companies reported Negroes in supervisory positions
23 companies reported Negroes in executive positions

Usually, the company that listed Negroes in executive
(middle management) positions also tended to list
Negroes in supervisory and/or professional positioms.
Thus, the statistic to be watched is the smallest one:

Less than 8 percent of all companies reporting on
a random geographic basis have Negroes now employed
in executive positions.

Only 14 percent of all companies in the survey
which reported Negroes in salaried positions in-~
dicated that Negroes occupy executive positions.
(For professional and supervisory positions the
figures are slightly under 40 percent and 36 per-
cent respectively.)

Of the 164 firms that listed Negroes in salared posi-
tions, 63 stated that they have Negroes employed in
wmore than one salaried position.

Gourlay's data do not seem to support his statements. They do not

give the exact number of Black managers, their managerial levels, °

161p1d., pp. 8-9.

171b14., p. 79.
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job titles, salaries, or any other factors which would be essen-
tial for him to know in order to be able to make such positive
statements.

A further example of praise for the employment record of
a company backed up by questionable statistics appeared in the
1964 Executive Study Conference Proceedings. One of the speakers
said:

Another company, one of many with an exemplary record
in providing equal employment opportunity, is the
Ford Motor Company.: Ford has had Negroes in manage-
ment positions since the early twenties.

While an exact count of minorities in management

is not available before 1962, the company had 58

in management and supervisory positions in 1962

and 71 in 1963. The data for 1964 is not yet avail-
able, but the company indicates that the increase
since last January 1s significant, with one plant
alone adding approximately 20 minority foremen to
the salaried payroll.

Because of its long history in promoting minorities
into management positions, Ford has Negroes in jobs
at fairly high management levels. A superintendent
started as an apprentice die maker; an industrial
relations manager over a sizable manufacturing plant,
began as a management trainee after college gradua~
tion; another industrial relations manager, over a
large operation, began as an hourly rated laborer;

a division labor representative, a high level posi~ 18
tion with Ford, started as an employment interviewer.

If Ford Motor Company had been promoting Blacks to manage-
ment positions since the 1920's, it would seem reasonable to ex-
pect that they would have employed more than 71 Blacks in manage-

ment positions by 1963, and at higher levels.

181he Executive Study Conference Nov. 10-11, 1964 (Prince-
ton, N. J., 1964), p. 10.
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The empirical evidence in these studies dealt primarily
with the number of Blacks emploved by a firm or industry. 1In
other words, the studies to date have generally dealt with the
hiring aspects as opposed to the promotional aspects. Hiring
is one thing; promoting is another. As Bowman wrote:

For both advantaged and disadvantaged groups,
promotion is a slow and often involved process
which includes recruitment, development, and
motivation, as well as advancement. Each phase
is affected not only by the established proce-
dures but also by the attitudes of those who
carry out these observations.l9

Another major shortcoming of most studies of Black em-
ployees is that they generally lack comparative analyses between
the views of the Black and white managers (employees) about the
fairness of their companies' employment policies toward Black
and white employees.20 In addition, the studies do not compare

the managers' views of their companies' employment policies with

their views of the corporate world's employment policies. The

. iatter views would probably be more correct with regard to equal

employment opportunities for Blacks because the former views
would be influenced by such factors as company loyalty and ome's

own experiences. Furthermore, to agree that one's company has

1980wman (1964), pp. 7-8.

20One study which does compare white and Black employees'
attitudes toward their companies' equal employment practices is
Louis A. Ferman's, The Negro and Equal Employment Opportunities
(New York: Praeger, 1968). As was found in this study, the
views of the Black managers are very unfavorable and those of
the white managers very favorable toward their compan&gs' em~
ployment policies as they apply to Blacks.
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not been equal in their treatment of Blacks, indirectly means the

white managers have achieved their positions through an illegiti-

. mate system.

Gourlay's study is confined to white managers' views about
their companies' employment policiés toward Black salaried workers.
A study dealing only with Black managers' views was done by J. S.
Morgan and R. L. Van Dyke. They interviewed 42 Black managers
covering their personal experiences and views regarding the op-
portunities that exist for Blacks in the corporate world. Based
on these interviews Morgan and Van Dyke drew certain conclusions
and offered the participating firms suggestions regarding how they
could improve their overall employment practices as they apply to

Blacks.21

Both Gourlay's and Morgan and Van Dyke's studies would
have been more valid and persuasive if they had compared the views
of both the Blacks and whites rather than only the Blacks or whites. -
Another crucial shortcoming of existing studies is that
they do not ccmpare the Black and white managers' career patternms,
goals, aspirations, job satisfaction, qualifications, family back-
ground, and personal background data. As writers such as Coates
and Pellegrin, Kahn et al., Bowman, and Dalton have recognized,
such factors are extremely important in explaining career patterns;
therefore, if one wishes to explain the Black managers' situation

in the corporate world vis-a-vis the white managers' situation all

of the above factors must be included in the analysis. By excluding

2y, s, Morgan and R. L. Van Dyke, White Collar Blacks:
A Breakthrough? (New York, 1970).
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a comparative analysis of these factors, writers have overlooked
potentially important information in explaining the Black and
white managers' present situations in the corporate world.22
Still another area in which past studies are deficient is
in analyzing the Black and white managers' individual racial at-
titudes. Furthermore, there have been no attempts to obtain
Black and white managers' perceptions of the racial atmosphere,
i.e., attitudes, feelings and remarks of other employees, which
exists in their firms. By excluding an analysis of Black and
white managers' personal racial attitudes and by excluding the
managers' perceptions of the racial atmosphere which exists in
their firms, these studies missed the crucial fact that Black
managers' experiences in white firms do not depend only on their
companies' stated employment policies and the individuals' quali-
fications, but more importantly on what is in the minds of white
people. Changes for good or evil in the treatment of Blacks de-
pend as much on white peoples' beliefs and opinions about Blacks
as on Blacks' qualifications and stated official company policies.
Another areca of weakness in previous studies is that if
the difficulties of Black managers or prospectivg'BlaFk managers
are discussed, they are ¥ypically treated out of social and po-

litical context, i.e., they do not analyze the effects on business

22payid E. Kidder et al. in their study, Negro and White
Perceptions on Company Employment Policy in the South (Springfield,
Va., 1971) did discuss, in a limited manner, the expectations of
Black and white managers, ". . . black perceptions of white em-
ployer attitudes and policies on racial integration, and the
extent to which employees and employers agree on certain aspects
of integration.”
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practices of such social actions as the riots of the 1960's, the
civil rights movement, or the pressures and protest of the com-
panies' Black employees.

And finally, no study concerned itself with the possible
conflicts between the Black managers' lovalties and relationships
to their communities and those to their companies. That corpora-
tions can draw ethnic-religious minorities away from their local
ties was noted by Harold L. Wilensky and Jack Ladinsky. The con-
flicts which they found among white minority managers, e.g., Jew-
ish and Catholic professionals and managers in WASP dominated firms,
can arise in sharpened form among Black managers in WASP dominated
firms.

In short, existing studies are incomplete and superficial
in their analysis and limited in their context. They do not give
the reader a clear, concise, accurate picture about the Black and
white managers' views and attitudes toward their companies' employ-
ment policies, They do not compare the carcer patterns, goals,
aspirations, job satisfaction, qualifications, and personal back-
grounds of the Black andlwhite managers. They do not aétempt to
obtain an impression of the managers' Facial attitude$ and the
racial atmosphere which exists in the managers' companies. They
do not attempt to analyze the effect of larger social and politi-

cal contexts on the career patterns of Black managers. And finally,

(3

23Harold L. Wilensky and Jack Ladinsky, "From Religious
Comnunity to Occupational Group: Structural Assimilation Among,
Professors, Lawyers, and Engineers,' American Sociological Review,
32 (August, 1967), 541-501,
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they do not analyze thie conflicts between community relationships
and enterprise relationships which may arise in Black managers as
they begin to participate in more meaningful positions in the
corporate world.

One of the main reasons for the lack of thorough studies
is that until the late 1950's and the 1960's there have been very
few Black managers in white corporations, largely because of the
"closed door'" policy of the white business community. However,
there also secms to have been a lack of interest and opportunity
to study such a sensitive, complex problem.24

In order to answer the central questions of this disserta-
tion, ''What are the major determinants affecting the career
patterns of Black managers in white businesses?", and "What effects
do white corporations have on Black managers' identities and rela-
tionships with the Black community?", the following subjects will
be carefully analyzed: (1) occupational mobility theories, espe-
cially those dealing with managerial mdbility; (2) the vhite and
Black managers' career patterns, goals, aspirations, qualifica-
tions, job satisfaction, and personal backgrounds; (3) the com-
panies’' general employment ﬁblicies and Affirmative Action Pro-

= grams; (4) the white and Black manageré' understanding of their
companies' hiring and promoting policies, their influcnce on the
employment policies of their companies, their agreement with their

companies’' employment policies, their views about the fairness of

24 . . .
The writer was warned by people in the academic, rescarch,

and business community that it would be extremely difficult to ob-

tain the cooperation of white businesses to participate in this

study because of the business community's extremely sensitive and
Q. cautious views toward cqual employment opportunities for Blacks.

ERIC

Aruitoxt provided by Eic:
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their companies' employment policies with regard to Blacks, and
their views about the fairness of the corporate worlé's employment
policies with regard to Blacks; (5) the white and Black managers'
racial attitudes and their perceptions of the racial atmosphere
which exists in their firms; (6)'the effect of social azzions

such as riots and the civil rights movement on the career pat-
terns of Black managers; and (7) the effect of membership in
white corporations on the Black managers' relationships %o their
communities.

This study aims to produce new knowledge and understanding
regarding Black managers in white businesses. These new data
will, hopefully, help accelerate the progress of firms and agencies
which are already moving in the direction of full and effective
utilization of Blacks at all levels of management and serve as a
spur to those employers who have not yet begun to move. Finally,
it is hoped that this study will clearly show the immediate need
for concrete, determined governmental, social, and business action

to improve the situation of Black managers in white businesses.
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CHAPTER 1
RESEARCH DESIGN

Introduction

The basic research design used for this study will be
discussed in three sections. The first section discusses the
procedure used in selecting the eight firms which participated
in this study. The second section describes the procedures used
to select the 156 white managers and the 116 Black managers from
the eight participating firms as well as deviations from the basic
selection procedure and the number, sex, aﬁd managerial levels of
the participating managers. The final section deals primarily
with the survey instrument and the writer's ratlionale for using
it. An evaluation of the effectiveness of the survey instrument

is included in this section.

Selection of the Firms

In view of the limitations of financial resources it was
decided to confine the study primarily to firms with headquarters
located in the San Francisco Bay area and the Los Angeles area.
Because of the intensive, time-consuming interviews, it was in-
itially decided to limit the number of firms to ten and the num-
ber of managers from each firm from a minimum of ten Black and

ten white managers to a maximum of fifteen each.
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Six of the eight firms finally selected are listed in

Fortunes 500; four of the eight firms are among the top ten

firms in Califormia dollar-volume. The six largest firms have

a total employment fotcé of approximately 210,000, 85 percent of
whom are employed in California. In short, these firms are among
the largest, most powerful, and most influential firms in California.

The firms were selected because they are leaders”within
their industries, they each have a heavy impact on the ;lonomy
and on employment practices in California--if not the entire
country--and they are influential in molding both public and
private opinions with regard to equal employment opportunities.
More specifically, their positions within this society make them
leading candidates for social change. If there are going to be
any great changes in society initiated by the business community,
these companies must be among the leaders.

Beyond geographical location, four secondary criteria were
used to make the final selection of the firms. There was a desire
to have at least two sets of two firms from the same industry so
that a comparativg analysis could be made between the firms from
the same industrv. There was also a desire to include two small
operations of larg= corporations Qith headquarters not located
in California--to see if Black managers fared better or worse in
small, somewhat autonomous operations of large, nationally known
corporations. The third selection aim was to include two firms
which are part of the same parent company but somewhat autonomous

in the policy making area (except for general directions set forth
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by the Chairman of the Board). The purpose was to locate lccal
similarities and differences in the companies' employment policies
(Affirmative Action Programs)1 toward Blacks. Finally, there was
a desire to obtain a distribution of firms between those which are
subject to public (governmental) regulation and those which are
not. By this contrast the writer hoped he could determine to

what extent governmental regulation is effective in assisting
Blacks to receive meaningful equal employment opportunities.

Initially ten letters were sent out to the Personnel Vice-
Presidents or their representatives in the companies which were
the primary firms that the writer and his advisors hoped would
participate in the study. The letter indicated they would be
contacted in two weeks in order té discuss the project in greater
detail.

When the firms were called, positive responses were received
from eight of the representatives. Two firms in the transportation
industry replied negatively by letter before they could be contacted.
Both indicated they have had tooc many requests for participation
in such studies; therefore, they had put a moratorium on such ac-
tivities. Letters were sent to two more transportation firms and
again negative responses.were received before direct contact could

be made.2

laffirmative Action Programs (AAPs) are programs designed
to place extra efforts in the area of employment of minorities.

2These four letters were the types of responses some
people in research organizations and the business and academic
communities warned the writer that he would receive because of
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In the meantime, the writer met several times with repre-
sentatives from several of the companies who, afte; lengthy dis~-
cussions, indicated that they would like a larger number of their
managers to be interviewed. Therefore, it was decided to limit
the study to eight firms rather than ten and to request the par-
ticipation of fifteen white and fifteen Black managers from each
firm instead of a minimum of ten each. It was hoped that each
firm would allow five upper level managers, five middle level man-
agers, and five lower level managers of each race to be interviewéd.

The eight firms which finally participated in this study
were two banks, two public utilities, and four manufacturing firms;
Of the four manufacturing firms, two belonged to the same parent
company. The remaining two firms were smaller operations of large
corporations with headquarters located in the East. In order to
keep the firms anonymous, each firm was given a fictitious name
and in this study will always be referred to by éhat name. The
two public utilities are named Ace Public Utility and Deuce Pub-
lic Utility; the two banks, Triple A Bank and Triple C Bank; the
two manufacturing.firms from the same parent company Aunts Manu-
facturing Company ;nd Cousins Manufacturing Company; gnd the two
small manufacturing operations are Ajax Manufacturing Company and
Century Manufacturing Company.

Although Ace Public Utility, Triple C Bank, and Aunts Manu-

facturing Company eventually requested that more than thirty of

the sensitivity of the subject area. In fact, many of these
people said the writer would never obtain cooperation from
white businesses which, of course, proved to be wrong.



their managers be interviewed, they were, at first, somewhat hesi-
tant about participating in the study. The writer had to prove
his credibility and the validity and usefulness of the study to
these firms. The writer had an even more difficult time convinc-
ing the other firms, with the exception of Ajax Manufacturing Com-
pany. In fact, two of the other firms almost refused to partici-
pate. Several of the managers in these two companies indicated
that the main reason their companies finally did decide to parti-
cipate was because they knew that six other firms, with some of
whom they had a great deal of contact, were participating in the

study.

The Selection Procedure

The procedure generally used by the firms in selecting
the managers was a disproportional, stratified, systematic sam-
pling model. When possible this model divided the managers by
race (Black and white), managerial level (lower, middle, and upper),
and location (San Francisco/Los Angeles and other). After achiev-
ing this basic breakdown, the firms were able to selcct the man-
agers in the foll&wing manner. Each fi?m selected a random num-
ber and from their lists selected each person whose name coincided
with the number. Names of women coincided with the random numbers
and were, therefore, included in the study.

The random procedure described above was not closely fol-~
lowed when selecting the Black middle level managers and the white

and Black female middle and upper level managers because there
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were very few of them and it was desired to have as many of these
unique managers participating as possible. Approximately B0 per-
cent of all the Black middle level managers from the firms were
interviewed. In four of the six large companies all of their
Black middle level managers were interviewed. With regard to
middle and upper level female managers, the only two upﬁer level
white female managers and the only Black middle level female man-
ager in all of these companies were interviewed. Two of the com~
panies only had one white middle level female manager each and
both were interviewed.

In the two small firms, Ajax and Cehtury Manufacturing
Companies, the random selection procedure was not carefully fol-
lowed because of personnel limitations. Ajax Manufacturing had
only three Black managers in a managerial work force of eighty-
five and Century Manufacturing had only two Black managers in a
managerial work force of 171; therefore, all of the Black managers
were selected for the study. However, only four of the five were
interviewed because one of the two Black managers in Century Manu-
facturing was transferred to New York. All five Blacks were lower
level managers. In addition, five of the top seven white managers
in Century Manufacturing'and seven of ten in Ajax Manufacturing
were interviewed. Only two of the twelve were actually considered
upper level managers in the overall corporate structure.

In Cousins Manufacturing only thirteen Black managers
were interviewed because two men selected for the study were on

vacation during the two weeks the interviewers were in Los Angeles
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and there were no other Black managers to replace them. In addi-
tion, the goal of twenty-five Black and twenty-five white managers
in Aunts Manufacturing was not reached because of a 20 percent re-
duction in the company's work force during the interview period.

Three companies deviated from the random selection proce-
dure not because of pcrsonnel restrictions but because of restric-
tions placed on the sampling procedure by the firms themselves.

The senior managers from Triple C Bank were personally selected
by the Vice-~President who was the writer's initial contact. In
addition, both Cousins Manufacturing and Deuce Public Utility
restricted the number of senior managers who could be interviewed
to one and two, respectively. The companies' representatives in-
dicated that many of their top managers were not available to par-
ticipate in the study.

Only two Black and two white managers who were asked to
participate refused. The two Blacks indicated that they did not
want to “"get involved in any study on race." The two white indi-
cated that they were not interested in participating in any type
of study.

In the fiﬂél sample 272 managers were interviewed, 156
whites and 116 Blacks. In these subtotals there were thirty white
upper level or senior managers, including two white female managers;
thirty-four Black and seventy-nine white niddle level managers, ia-
cluding one Black female and five white females; and eighty-two
Black and forty-seven white lower level managers, including twenty-
two Black females and sixteen white females. Thus, women made up

forty-six of the 272 managers.
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Table 1.shows the number of participating managers by race,
sex, and company. Notice that Cousins, Ajax, and Century Manufac-
turing Companies did not have any female managers, Black or white,
participating in the study. In fact, Ajax and Century Manufactur-

ing Companies did not employ any female managers.

TABLE 1

NUMBER AND SEX OF PARTICIPATING
MANAGERS FROM EACH COMPANY

Black Black White White
Company Males Females Males Females
Ace Public Utility 14 12 17 10
Triple C Bank 21 4 . 25 5
Cousins Manufactu:ing 13 0 15 0
Aunts Manufacturing 17 2 20 2
Triple A Bank 13 1 13 4
Ajax Manufacturing 3 0 15 0
Century Manufacturing 1 0 15 0
Deuce Public Utility 11 4 13 2

Total 93 23 133 23

In sum: approximately 14 percent of the Black managers in

these firms were interviewed. If one subtracts the 508 Black man-

. agers in Ace Public Utility from the total of 822 BLack managers

in all of the companies and the twenty-six in that company from the
total of 116, 29 percent of all the Black managers in the remaining

seven companies were interviewed.
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Table 2 shows the percentage of Black managers from each

company who participated in the study.

TABLE 2

PERCENT OF BLACK MANAGERS PARTICIPATING
IN THE STUDY FROM EACH FIRM

Company Black Managers
(N=116)
Ace Public Utility 5 %
Triple C Bank | 22
Cousins Manufacturing 37
Aunts Manufacturing 25
Triple A Bank 30
Ajax Manufacturing 100
Century Manufacturing 50
Deuce Public Utility 40
Total 29

As was noted before, approximately 80 percent of the Black
middle level managers were interviewed. Although only a small per-~
centage, .4 percent, of the white managerial work for;e in all the
companies were interviewed, 10 percent of the senior policy makers
in the four large firms, excluding Cou;ins Manufacturing and Deuce
Public Utility, were interviewed.

Because of the relaxation of the random selection criteria,

because of the desire to study special categories of personnel,

i.e., women and Blacks above lower level positions, because of
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personnel restrictions of the companies, and because of restric~
tions placed on the selection of personnel by the companies, this
sample is not representative of any large population. But it does
represent a range of variation by race, sex, and managerial level
which will provide insight into the career patterns of Black man-
agers in white corporations as compared to those of the white
managers.

After the participants were selected, the firms sent out
a letter of introduction and a biographical sketch of the writer
to their participating managers along with a request for their
voluntary participation. Each manager was esked to set aside

two hours for an interview.

Survey Instrument

It was decided that a personally administered question-
naire would produce the most extensive and reliable data. There
were several reasons for this. First, mailed questionnaires were
unlikely to'be returned in large numbers. Second, the length of
the questionnaire might have deterred the participants from com-
pleting the questionnaire and/or giving careful, reliable responses.
An administered questionhaire would allow the interviewer to obtain
more precise, unambiguous answers to the open-ended questions. And
third, the interviewer would be able to make a judgment as to the
demonstrated interest, openness, {sincerity, and honesty of each of
the managers. The writer and his advisors were aware that some

managers might be more honest and open if they were allowed to fill
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out the questionnaire on their own; however, it was believed that
administered questionna;res' advantages outweighed the advantages
of mailed or non-administered questionnaires.

The questionnaire included both open-ended and close-ended

questions.3

On the one hand, a completely open-ended questicunaire
would allow the interviewers more latitude to include their personal
biases as they recorded the responses; on the other hand, a com-
pletely close-ended questionnaire would not allow the interviewers
to obtain the more personal views, attitudes, and feelings of the
managers.

In the initial meetings with the companies' representatives,
the opportunity to review the questionnaire and make suggestions
about its format and content was agreed upon.

The primary objections to the questionnaire centered around
the length and the content of the personal background questions.

In the first draft seen by the firms, the personal background sec-
tion came at the beginning. In the second draft sent to the firms,
the personal background questions were switched to the final sec-
tion and several questions were eliminated. After the second
draft was sent to the firms, there were'still two firms which ob-
jected to the personal background questions. At interviews with
representatives of these companies, it was pointed out that the
study could not be significant or complete if those questions

were not included. The writer provided literature which showed

the manner in which personal background information had been used

3see Appendix A for a copy of the questionnaire.
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in other mobility studies. After the representatives reviewed the
literature, they agreed that the personal background questions
would be important for the study.

The final questionnaire was set up as follows. In the
first section the managers answered questions about their promo-
tional opportunities, goals, job histories, and job satisfaction.
It was hoped this would involve the managers personally in the
study. The second section posed questions about the managers'
relationships to their companieg' employment policies in the areas
of influence, understanding, agreement, and practice. The third
section attempted to obtain the managers' views. and attitudes about
the opportunities that existed in the past and that presently exist
in their firms and in the corporate world for Black managers.
".ese three sections were administered to both the Black and white
managers. The first part of the fourth section, administered spe-
cifically to the white managers, asked questions about their atti-
tudes toward the Black managers in their firm and Black people in
generai. The second part of the fourth section, administered spe-
cifically to the Black managers, asked additional questions about
their personal exp;riences in their firqs and their aFtitudes
about opportunities for Blacks in the white business world. In
addition, this section attempted to find out what the Black man-
agers' relationships are to the Black community, their views re-
garding the effect of the corporate world on Blacks, and their
views as to what is the best strategy for Blacks to pursue in

this country in their quest for equality. The fifth section,
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which wﬁs completed by both the Black and white managers, dealt
with their image of the promotable manager in business. In this
section, the managers were asked to indicate whether the twenty-
five factors listed in the chart were irrelevant, helpful, or
harmful for promotion to supervisor and beyond, ideally in their
opinions, actually in their fimms, and actually in business in
general. Sections six and seven were administered only to the
companies' personnel representatives and Affirmative Action Co-
ordinators. These two sections were concerned with the companies'
recruiting, hiring, testing, training, and promoting policies and
with the structure of their Affirmative Action Programs. The
final section sought information about the personal backgrounds
of the managers. Information such as marital status, educational
achievement, family background, organizational, religious and po-
litical affiliations was obtained.

Twenty-five trial interviews in three of the firms were
conducted by the writer.and his two assistants. These intervieéws
were helpful in eliminating additional questions which reduced the
general time for the Black managers' interviews from two and one-
half hours to one and one-half to two hours and the white managers'
interviews from two hours to one and one-quarters to one and three-
quarters hours. The trial interviews also were helpful in refin-
ing some of the administrative procedures. Although some of the
interviews took as long as three hours to complete, depending on
the verbosity of the interviewee, only two Black managers and
eight white managers expressed or showed concern over the length

of the interviews.
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In order to assure that the responses would be frank and
honest, five steps were taken. One step was to have bogg‘glack
and white interviewers. The writer obtained the assistance of
two white interviewers, Gerald Bradshaw and Caroline Kerr, to con-
duct approximately half of both the Black and white interviews.
The writer was the Black interviewer. Previous studies have in-
dicated that interviewees are inclined to be more honest in their
responses with someone from the same race than with someone from
a different race, e9pecialiy when the subject deals with race.4
However, after careful analysis of all of the responses of the
interviewees, and reviewing tables which used interviewers as
a control variable, no signif’'cant differences were found in the
aggregate responses of the mana ers, regardless of the interview-
er's racial background.

There are several possible explanations for this lack of
variance between the responses of the managers who were interviewed
by an interviewer of their own race and the responses of the man-
agers who were not. The Black managers may have felt comfortable
dealing withwhites since most of these managers live rather inte-
grated lives and have been conditioned to or become accustomed to
white interviewers. In discussing the openness of the white man-
egers' responses, several of the white managers who are in charge

of Personnel or their companies' Affirmative Action Programs told

the writer that at the present time many whites are willing to

4Gary Marx, Protest and Prejudice (New York, 1967). See

also Louis A. Ferman, The Negro and Equal Employment Opportuni-
ties (New York, 1968).
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admit that Blacks are treated unfairly in business but are gener-
ally not willing to admit that Blacks are treated unfairly in
their companies. They aléo said that whites are more willing to
express their negative racial views than in the past. However,
the problem of response bias arises when one attempts to find out
why the individuals have such racial views, the validity of them,
and what they are doing to try to overcome them. One middle level
white manager from Ace Public Utility said that many whites will
admit to harboring certain negative racial attitudes about Blacks
because they rationalize that all people in America are racist
since the society is racist. A typical comﬁent: "Certainly I
have racist attitudes, all people, Black or white, are racists.”
And a final explanation for the lack of apéarent response bias is
that the skills of the interviewers may have been such that they
wece able to provide an atmosphere conducive to candid, honest
answers.

The  percent of intervieﬁs completed by each interviewer

is shown in Table 3.

TABLE 3

PERCENT OF INTERVIEWS COMPLETED BY STAFF

Interviewer Black Managers Whita Managers
(N=116) (N=156)
John 49 % 42 %
Caroline 29 o 35
Gerald 22 23
Total 100 100
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Although there were no significant differences between the
responses of the interviewees who were interviewed by someone of
the same race and those who were not, several Black manasgers re-
quested that they be interviewed by a Black and their requests
were honored. These managers indicated they wanted to be inter-
viewed by the Black project director because they wanted their
responses interpreted and presented properly. They felt a white
interviewer would consciously or unconsciously distort their re-~
sponsesf.

Several other Black managers confronted Caroline, a white
woman, about her participation in a study primarily concerned
about Blacks. After she explained the purpose of cross-race in-
terviews, 21l the interviewees decided that they would participate
in the study. In fact, several of Caroline's best interviews were
those with the Blacks who first complaired about her race.

Another step taken, to insure honesty and frankness, was
to conduct all of the interviews in private. The only people
present aﬁ the interview session were the interviewer and the
interviewee.

A third step was to assure the interviewees complete anony-
:ity. This was done in two ways.. First, the participants were
assured that their names would not appear on any part of the
questionnaire or be mentioned in the study. Second, they were
assured that none of the information in the interview schedule
would be released to their company in any manner which would allow

the company to identify a particular manager as the source of the

data.
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The fourth step taken was to have only those managers who
voluntarily agreed to participate involved in the study.

The final step waé to include many differently worded
questions designed to measure the same basic concept throughout
various sections §f the interview schedule. For example, there
were seven questions which attempted to find out how equal and
fair the managers' believed their companies' employment policies
are towards Blacks and another seven questions attempted to meas-

ure the overall job satisfaction of the managers.

Interview Quality

Immediately after each interview, the interviewers were
to indicate on the questionnaire how much rapport they had with
the interviewee, how they rated the quality of the-interview, to
what degree the interviewee seemed interested in the study, and
if the length of the interview affected the interviewee in any
way.

Since the writer could not do all of the interviews him-
self and it was not desirable, the interviewers' evaluations were
extremely helpful in evaluating the validity of the interviewees’
responses and in giving the writer some insight as to why an in-
terview might not have been of high quality. Was it because of
lack of rapport between the interviewer and the interviewee or
was it because of the manager's lack of interest and/or the man-
ager's evasiveness, suspiciousness, and/or lack of understanding

of the questions?



As can be seen in Table 4, the interviewers believed that
a substantial majority of the Black interviews and a majority of
the white interviews were of high quality, i.e., the managers

were not generally evasive, suspicious, or confused.

TABLE 4

QUALITY OF THE INTERVIEWS

Quality Black Managers* White Managers**
(N=114) (N=153)
Questionable 3 2 S %
Generally Adequate 23 44
High Quality 74 51

Total 100 1100

. LIS LA A 3N B SN 1

*
There were missing data on two cases.

*k
There were missing data on three cases.

Several examples of why an interview was rated questionable
are: One of the older, less educated Black managers just promoted
to management from a non-management job was "jokingly" told by his
superior that, "he better not give away any company secrets." Dur-
ing the interview this Black manager was very careful to make sure
he responded properly. 1in other words, he seemed to say only what
he thought his boss expectéd him to say--everything is fine, there
are no problems, the company is more than fair, and I am completely
satisfied. One white manager did not like many of the questions

because of their ''personal’ character. In addition, he was quite
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upset about the length of the interview. His answers, while
probably honest, were short and not very detailed because he
wanted to finish the interview as quickly as possible.

As would be expected, the quality of the interviews and
the interest of the interviewees were directly related. Table 5
lists the degree of interest of the interviewees in the study as

perceived by the interviewers.

TABLE 5

INTEREST OF THE INTERVIEWEES

Interest Black Managers* ' White Managers**
(N=114) (N=155)

High 5 % 50 %

Low 22 37 |

Average 3 13

Total 100 100

*
There were missing data on two cases.

*k
There was missing data on one case.

All'Fhree interviewers believed.they had exceilent rapport
with 22 percent more of the Black managers than the white managers.
This difference is shown in Table 6.

The 20 to 24 percent difference between the evaluations
of the Black and white managers' questionnaires in Tables 4 to 6
may be attributed to several sources. One is that the priority

of equal employment opportunities is much greater in the minds of
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TABLE 6

INTERVIEWERS' RAPPORT WITH THE INTERVIEWEES

Rapport Black Managers* White Managers**
(N=114) (N=153)

Excellent

throughout 78 % 56 %

Average 20 39

Poor throughout 2 : 3

Started good,
became poor 0 1

Started poor,
became good 0

HI'—'

Total 100 100

*There were missing data on two cases.

**There were missing data on three cases.

the Black managers; consequently, they would be more interested in
this study and more concrensd about the quality of their answers
than the white managers. Many of the white managers, as some df
the following chapters will clearly indicate, believe the need

for equal employment opportunities for Blacks has been overempha-
sized; thus, they were not as interested as the Black managers in
this type of study and this lack of interest is reflected in their
responses. Another reason for the differenées in evaluation of
the interviews is that the major emphasis of the study is on the
Black managers' career patterns and not on the white managers'

career patterns; therefore, the differences which occur between
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the Black and white managers' degree of interest, rapport with the
interviewers, and quality of the interviews could be expected.
Finally, the white manageis' responses with regard to the oppor-
tunities that exist for Blacks in their companies would be in-
fluenced more than the Black managers' responses by their loyal-
ty to their company because the white managers generally have
served a much longer time with their companies; the most loyal
managers would be most tempted to portray a favorable image of
their companies' employment policies resulting in less candid
responses.

The final table in this section sho;s the breakdown of
the three previous factors in each of the firms. Only the posi-
tive data are listed, i.e., the number of high quality interviews,
the number of interviewees who had a high degree of interest, and
the number of interviewees with whom the interviewers had excel-
lent rapport. In general, the companies will be listed in order
starting with the company whose white managers scored the high-
est on these factors and ending with the company whose white
managers scored the lowest.

As one can gee from Table 7, there are differences among
the companies. Although the differences cannot be attributed to
any specific factors, several explanations seem reasonable. One
is that the mpre’emphasis the firms have placed on the iatent
and meaning of equal employment opportunity laws and the good
faith effort that 1s required to carry them out the more the

vhite managers would be interested in the study. However, the
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TABLE 7

INTERVIEWS EVALUATED BY COMPANIES

High High Excellent
Companies Quality Interest Rapport

Black White Black White Black White
Mgrs. Mgrs. Mgrs. Mgrs. Mgrs. Mgrs.

Ace Public Utility 76 81% 84z 852 882 812

Ajax Manufacturing 100 60 100 60 100 73

Triple A Bark 64 59 64 65 64 71
Deuce Public Utility 57 53 57 47 71 40
Aunts Manufacturing 69 46 79 46 79 59
Triple C Bank 84 50 80 40 80 43

Century Manufacturing 100 20 100 - 27 100 60

Cousins Manufacturing 69 20 62 20 69 13

emphasis placed on the Affirmative Action Programs of these firms
could produce white managers who would be less interested in the
study because they might feel that their companies place too much
emphasis on these Programs. To which extreme the white managers
went could also depend on their racial attitudes.

_After the interviews were completed and reviewed, a tenta-
tive code for quantifying the responses was developed and tested
on 100 completed questionnaires. A revised code was then tested
on 200 questionnaires. The final coding scheme was developed to

! code all of the 272 interview schedules.

In order to produce tables and conduct other statistical
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analysis, the PICKLE system, Berkeley Transposed File Statistical
System, which is primarily designed to handle the data and statis-
tical operations employed in the analysis of survey data was used.
It was developed by the Survey Research Center at the University

of California, Berkeley.

Summary and Conclusions
Six of the eight firms participating in this study were

among the largest and most influential firms in California, if

not the nation. The two remaining firms were smaller operations
of large corporations located in the East. , Two of the eight firms
are banks, two are public utilities, and four are in manufacturing.

Within these firms the ﬁriter used a random selection pro-
cedure but was forced to deviate from randomness by either person-
nel limitations or limitations placed on the sampling procedure by
the firms. In the end, 156 white and 116 Black managers from all
levels of management participated in the study. Of the 272 man-
agers, 46 wére females.

A seven part administered questionnaire which was used in
order to collect the data rather than a mailed or non-administered
questionnaire was decided upon. Five steps were takeh to assure
that the responses would be as candid and honest as possible. A
vast majority of the Black managers' and a majority of the white

managers' questionnaires were of high quality.
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CHAPTER 1T
GENERAL PROFTLE OF TLE MANAGERS

Introduct ion

This chapter presents a general profile of the managers
who participated in this study. Some of the paorsonal cha:.. ter-
istics which will hh analyzed are: geographical backpround, age,

education, marital status, rcligious prefercnce, political philos-

oply and affiliccion, and arcands Lliations.  Additic nat

:ia".f:m..ut on wildl Be preseited on whoee the panapuers Tived os teen-

us
aperz and as adulbs, their pothesd' snd fathers' educational achieve~

ment, thoiv fuatbers' oceupotion and their spousas' fathees’ uccq;&a::ién.-
These p‘;oi iles arce o pnoecgsary contest for anderstanding

the present position and oullook _o'f ‘the mapugers. In addition,

dztn o sosial or ygins? cdiesiiea > wnd secial participarion *.-.r_i.ll

b unind l:i:rrm'- aut the w00 biedp lerplain similovivies ond dif-

srances in the civecy poiiiooms of the Black and'wbi tc B AR TR

Rackeromneds

[

~ : 3 ' - - = o
Altheugh this 'stnd},' includes ouly firms with hezdouarters

]_oc:uLcc'l_ in the San Francisco Bny area and the Los Angeles area,

(D]
t

the. m:ma,-wt in this study come from aimost cvery state in the
union. g Fifl:y peruunt of the white managers and 22 percent of

l.ll(.. I,lac}: mona ;cr*‘_]i_v-_cd i California moszt of the time until

BA Fuimext provided by R D
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they vere eigﬁtccn'years of age. Most of éhe other white mandgérs,
38 percent, lived primarily in the Northeast or Midwest and 47
percent of the Black managers lived iu.the South. Becausec of the
1&p¢oxxl sample, the vast majority of -the white maﬁngers and a
majority of the Black managers have 1ived most of their adult

. . .1
lives in California.

As Tnblev!‘shows the Black managers vho pnrticipated»in
this study afc poncrally much ”(ULgLL than' thce .the WAMALeTH .
The mean age of the hlack renagers is thivty-tve and of i white
managers is o fovty-one,

plonetion for the big GiiTercecs in ape. be-

A possibhlae

twaen the Bilack oud whilte maasscers s that ehe fiees hove only

Creeantdy (1GO7Y booi to hipe and paaasts wore than o few tolen

firms began te cech

Blacks into menagencnt positions.  When th

rore Black wrnageny ondy Ace Vublic Uridity alrendy had @ Jlarse
pwshor of Blacks i ponenanazeriol positions whon the conpany

could prumntu [ BRI

crial positions; L“J)L ore, the companies

heg&n to-astiveldy racruit yowns, college cducated Blacks.
Mowever, there have been “mx“évc.s recently by soine of the
{firvins to Lire o]ﬂ“V, collepe vdut t‘ﬂ I?:ru: vho aixc¢d have -

)

sricnce in uwniversities, the Pvernneit (Vletary),

soclal agencies, and/or their owa, . busine IR Thjs is suppovted

lsue Appeudig b, pp. 530-531, for the‘froquvncy distribu-

tion of whicre the managers Lived swost of ‘their lives as tecnagers
cand as. adults. Lo ‘ ‘ ‘
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by the fact that 47 percent of the Black managers over forty have
been with their firms four or less years, all have college degrees,
alt have had leagthy expoerience in at least one of the four areas

of work just mentioncd, and all are niddle level managers.

TAELE 1

THE MANAGERY ' AGES

Agc Black Compulative | White Cumulative
Manageve Froequencies  Mavapers Prequencies

(N=.16). : ’ (N*lbﬁ)

2125 vears . 13 % TR N A g 7
26-20 Yoot 26 3w 30 12
31"3?.§:H.h 27 00 Y 21
=40 Years 18 84 9 40
41-45 Years Y ' 95 : 19 59.
G050 Tears | 6 99. 20 _ 8y
DL-55 Yuenws Y] . 0o . R ‘ gy
600 Vonrs } 100 j 9a

Oven 60 Years D ' ; S i 100

ot

o Crpmiie e a s e 3 et 4o R R Y i

Hefuse o pive Y

total 100 ot

oo : ‘ Lt
he percent is over 100 becnuse of rounding errors,

. As will be seen throughout: the study, age, among other

‘things such as cducation and sex, has a stroag. influence on many

of the munagers' attitudes and opinions.

ERIC -
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The Managers' Educationa) Backerounds

t

In this scction the managers' educational achicvements,

their major arcas of study, and the scheols they attended will
be discusscd. ‘ _ ' ’ —

. .7 2 .
Warner and Abeggelen, amony others,” have rightly noted
that lack cf money and other restrictic s to higher education
have linited the number of Black people and working class people
o 1,9 :' PRI .3 . e} 1. e
from obt.iing & college education;” however, R. S. and H. M.
Lynd have also rightly noted that:  "If cdvestion is oftentimes

taken Tov grantod by the h:ﬁlne,v class, it is no cxaggervotion

Cteosay that it evokes the fervor of o velinlon, & means of sal--

4
P I . . - ey P R G N . 2t oeses,s M 1 ' v W
vakion, mameng o torge sevilon of fhie woviing class) The Lyads

statevsnt is suppovted by this sbudy,  On ghe one baed, altbhough

. P D R S -
Cwo ot of thiroe of the ity

G e ga e e e w E v, PR, P T N
Cmonaperss come Trow worbing closs

bachyrrunds, vdne oul o coe af thee cenplotéd st lessi ene vear

ol cuiliene, On the cothey homdy two our of thyes of the vhite

Bithape s come Dren micdble and upser cloess” baco avnd and o ealy

thrao out of four crmpleied at least ene year ol ecll

B e et e - e WP e 4 S e nd @

lse Tatvicia €. Sexion, Hduenrion and ln_l\nh Chew

23(?& a

3. L. Warner ond Jd. Abepgelen, Dig Businoss :
(New York, J9(> ,) s ppe 34=38,  Also sce i.‘. L. Warner und
tlity (“Juuc-ﬁu] is, 19J)), nn.'03~)14.‘

J. Al‘cg'fcl- 11, Oc

e

R. §. and M. s |~qu, M ddi«.lunu (Hew York, 1929), p. 187.

dcl'i.n-ed "'.u thiu lum' includes the

e
Horking clans

MARNGErs who cone fron }'.‘“mj Lics where the Iquu'r cas a skilled/un=

skilled laborer, service worker, small. farmer, etc. deulc/uppcr

class, as defined in- this nrudy |nc1udc- the managers who come

from familics where the father was a bUalnL&b ovnoa, curpurnLc

‘mand'er, vdugdtor, profv'ujoual ctr
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e

“Richard F. Pctcrsoﬁ noted tﬁat mahy white middle class
students arc quoestioning the need for a pollcgc degree. While
these vhite middle class men #nd women are questiéning the nced
for a cnl!cge degree, they are bcing ?eplaccd ﬁy_working class
whites and large vumbors of minorities who believe a college

.chCacion is their ticket to o better life:

~There is little doubt thalt the educational and
carcer interests of college-age youths are wdar-
going rapid chuape. First, there is evidence that
incr ing mambers of vouths are chooszing net to
attend a collcg; or university, at lezst not in
a locikstop mumer o o o o Thes the leveling-off
of enrolliments can be attributed to . . . a seuse
that a colleyge degree may not be the only key Lo

~the yood Yifo, w 1' i muay noet ho S0 tomporary.
ing heretodd:

M . creeesr b o S | £
Sing to nearly a decode of

NG
ne
Indiain
C Blachs

. Ty . LT P . ! - LN ~ - -t
fahle 2 snove (he oducntionsl Teveln achievad by the

by ovaee snd sex, lotice !:h-:n:‘t.'he r;fah;. aroonere éf‘.;l-
r"\'.( 4 thao ‘1__;2,-3' f.fc;wlﬁé.'l 0K g _‘ both tx*L ‘;'v:‘.”:l\'.‘..%'.‘ nalos _a~:1'1?.i- f’(:m‘.:_z}.ﬁ:s‘

havve ‘c:‘ .".rJ o more’ venrn of col 1-"-6' Linase l;lu.‘zi).,' whi g .(.;_(‘m!‘vx‘t'er‘-
}perts.‘ ﬁé Qﬁe:#uuld cxppct; ﬁhe hiﬁPér up the ﬁanagcrinl iadder
Lbc‘nw“uu&rb uté,,thé‘more like 1y LL<~ are to h1ve co]lcbe degre@s.
Céhsiduting Lthe cmphasis‘on hL“J COUldtJOH l‘uch;e\cmonL

for advoncement dn busineszs in tccunt years, this {inding‘ls.not

o ; 6R. E. P4tcr,ou, Uamerican Collese and University Enrollment
Trends in 1971, 4 Technical Repori Sponsored by the Carnegic (om-
mission on Highcr"Edncation, June, 1972, pp. 30-32.
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startling. What is mere significant is the fact that the Black
managers have move years of college than their white peers. Not

TABLE 2

MARACERS " EDUCATIONAL LEVELS

Educational Black  Black White Whifc
Levels . ‘ Males  © Femaloes Males Femiles
' (N’=Q3) (N=23) = (R=133) (N=23)

0

b

Grade Scheol S0 % 0%
Ik Grade B 0 . 0 1 -0

10th Crade 0 0. 10

~
o
~e
—
w
r~
=
N
=

.
4
)
.t
i
o]
1R
i
pa
o
e
[ %)
-
-
S

P Yeurt of Callew 20 26 12 9
3 Yeary of Colloro 2 0 2 -
Bachelors Deproc 42 30 2y 4

SGepuo!

Giadoste

- e

only do 30 percent more of the Black middle level mannpors have oo

= o : thgﬁsf Ievéijéf‘uducufiqn-(ét icaﬁt d:hnghulqrs‘degrée? Lhan their
whiLe-péefs.‘but also npprcxihjrclyfLuicé‘ahc pcrcen£age ochlaék
”minje Level ﬁuuqﬁérs‘ns_whigé‘ﬁiddlo lévei]ﬁnﬁugcrs;hnyé‘donﬁ
‘g‘uauﬁﬁp‘WO%k;—hﬁ pefCént of‘fhé'ﬂlﬁck middie_lgvél méuégerﬁ ;nd
: o ‘ S _

ouly 23 percent ¢f the vhite middle level managers. In addition,
only B‘percbnt‘: | ofitﬁé:Blaék‘middlé‘lcvel.managcrs have o
5 . . . .

Aruitoxt provided by Eic:
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nininum Qf abh‘"ﬁ school cducation, compared to 28 pervcent of the
white middle level managoers m‘d 13 percent of the vhite upp- x level
manzgers, Only 11 pereent of the Black lower level managers have
a minimam of a hizh scheel (:du_é:i!ion, comparad frx 32 pcrée‘nﬁ of

-

their v\ltv pecrs.
These figures support a censistent clatn made by the vast
%,
majority of the LBlack mavagers and supporiod by wmeny of the Yhite
managers in this  tudy:  that Bluck manapers normully hove to be
more qualificd {cdorated) dhan white managers o order Lo gei
Wi

criual nosiliont. The {fcures aleo wofute the :Jlr ving clain

by Kidder, o _al.:

L. Ca
-_-A.d;.cn:b

T

atlion than

TG L QU Y O

onalsateninrant to voach an co-
e

Loty

T N I . oaiser. -
mparalite il Yo

i .. e . - - O S - .
'A".'f‘_',' Phasea thels l.\-11C.!lf:.-.'.\._l;|:j. (4] ¢ SR

e melestod o various

such as ", v . leads, ond contacts and Lhe Like, Funthoroors,

only {ifty whiiu !‘.';;;:':.:15;«“1'.‘: made up the white soaple.  The iizFenn~

tien ihc"' Wc"uu-ad on the PR x5! educacional achievenont uss

/It shouald be hot;:-d that suebstantinl atticudinal and
A ]

gquibitalbl ve data will be presented 11: Chapters V. amd AT BRW n'r-h

cwill ._u) ther sapport this clabm.

© 8y, B, Kidder, et_al., p. 20.

9]]):';_(_1_. s e 16.°

t ] m——
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drawn from another study and the selection procodure they used was

not discussad. Their conclusions arce thercfore dubxouo.lo

-

Al
1}

hich the monapers recedve d thur do orees

7

A. - Subdect areas in v

Ctwenty-lour percent ol the Black and white manageors re-

ceived degrecs in sceientific ficlds; 38 perceat of the Black and

aevs received degrees in the social

36 percent of the white man-

.

sciences ov humunitices awves; and 44 pereent of the bBlack and . 58

perecat of tho vhite s .;n;‘s ceceived degrros. in the “technical®-
professiovnal ficids, i.e., 'Lm-.n.w(-.:::; adminictration, account iag

cconomicey, and low. Notice that if cconomics had. been included

undar the hooding. of Coecionoes oud hmanities, 42 percent
¥ . e - s N g b, F e oA .. e P | . e -
of the Eleek anl S0 peveent of the while monspers woudd hove ve-

j
oo dved thaely (’.:g;’:‘f“:-a: iy thosd aroaer.
Theszo fipnves tend -+ cust ceme doubl on the buninens
comunity s contention ihar they are unahle Lo fiad

.

Awe dearoess o the social

an the dreas of be odness aond

i

Ve Fiims who parlicivaied du tild stady have beon oble

to find Placks with: burdiness and seienldfd

Lo
ot}
c

rowicds.  Further-

more, those firme ntilize wonoagers with all types of educationsl

: Mgee “Pn"ud % B, pp. 531-532, for the frequency distribution
o of the degrees tha manapers recdived. ‘ C ‘ ’

lgen Appendiz B, pp. 532-533, for Lhe frequency distribution
of the subject areas in which the managers received thoir do-'n(
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reason for this ds ohut wany «f Uh

such ax Havvard, Stoeaford, and 17,

B. Col]qgcn and universitics attended by the
participating managers

Thirty-six perceant of the Black managers who received
bachelovs deprecs attended prcdominantly.nlack Southern colleges
or wniversities, Th;s high percentage of graduates froﬁ pre-
dominantly Black colleges in these California-basad firms is
due primarily to récruitmcnt ef{orts of some of the firms to
hire Blaeks with scientific backgrounds,

Most - of Lheﬂﬁhite m#naparn wviio recceived their degrces‘ .
from public universiries nné colicgun attended the "sélect" pub-

lic schooly wore thon any cther type of scheols. The primary

aitenacd the Univer-

sity of Culijornia wiyenpecially U G Berbeleys  As 2o re-

sul o, enly o few ot the monagers atoended private "seloct™ schonis

Stuediy rabi fieatt

not culy dg high i".]ll(:ﬂfi(ﬂ'!{‘] achicvenueont dmuarvinot fov suecoss i
the bhuesiness world. ‘..u;r:‘u!:.n Lther tvpr of mchoy T alitoadad. Baadin

WP be

1f the college denyee wan be soid rolbe b:x.n-v of

: 8 BrCe
clinibility for top vhive- collar jobs,
polte (hat the badse comes in ¢if fevent f:u]-’e‘x*:'
and carvies i revard accerdingly. . Col-
legeeducation "pays' more or less according to the
¥ <o ‘

‘a dif

D . . . v

RS
>

~

12, PO
Sce np'wn«'l‘ By pr.. 533-534, fm the f1 quency distribution

iy

of the 'fﬂl"_",u*. .!nd universitics atten dud by the munagers.

2

See also Eypost Havason and Patricis Sallor West,y Tonex

Went. to College (Hew \’ork, 19 ), pp. 179-181.
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and lower jevel monagers’ otlondsd boednninontly Black colleges and

pubiic ou piiva

“"11‘ }”1\‘_ the
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type of college one goes to, in rough proportion
to the size of the endownment per student.

Furthermore, among the graduates of the wealthicr
colleges and universitivs, the graduates of the
Lvy Leagu collegen have the highest earnings.
And, among thesc, -the graduates of the so~-cal led
Big Threé Eastern Mea's Schoeols (larvard, Yale,
and Princeton) earn more money at every: point in
their careers than any other 310np of collicge
men. L4 ’ :

In this study, of the LVLHLy”thPP v'pcr level white

managars who lhad college degrees, 61 percent attcndod“ejthen Ivy

League schools or “coleot" private orpublic universities; 48

«.N

percent of the white middic Lovel manapevs ind 24 pereent of the

lower level moneecrs atteadsd Jve Leasne or “seleot! ]n\"‘u ov

puntic seheelo,  Cihvs ouc data ou the scaools atrendysd by the
vid Lo minagn v tenan U soppord hendisoend Lipset's position.

u

With vogord to Bluck marepcis, 40 percent of Lho widdice

)
21 poveent atiended predominonily vhite “select' public or privae
Poor Lwy Loiapae 1A?':3|<J:;35,3

1",

Since the plack managers whe bo o peaduated from sleat”

than

e

schewls bove all boon with thelr £ires fesd

four vaars, Gt oremalns 10 be seen i their educational background

Yo ufl effect it seems to have for the white
managcrs.
In sumé ' the average level of edueation achieved by the:

Black mdnauﬁ"s lsisomqwhut[highcr than that of‘thm‘whitc manaxers.

———

14R;‘BendiX‘nud M.‘Llp;cL, Class, Stntua, and _Power S
(Glencoe,‘l953),‘p, 414, ‘ ‘ ‘ B R
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The Black and white managers received their degrees in similar

subject areas. Tie Black managers attended Black colleges more

_frequently than any other type of college, while -the vhite man-

agers attended "sclect" public universities or colleges more than

any other type of school,

The major emphasis in this section will be on the family.

backgrounds of the managers. More specificully, the managers

o thers and fathers'

educutional levels and the best jobs the
moaagers' fathicrs had vhen the narngers vere teenagers will be

discus2ed.

Teble 3 shows the cducacionnl leyels of the mansgers!

gethere and fodiens.

‘rem the data on wothers' and faibeors' educational®level,

P

several dnceresting observaticns can boe made.  One dis thot the

Black : agers! mothers more often than thafy uthers. vrecedved

high seacel diplomas . ad college degrees. Th

sde

4 is primarily. due

i

e beliofat thew timy that teeching was a female cccupation

T especially in elementary scheol. Since most schiools vere senre=

gated, ‘Black women had more opportunitics ‘at onc of “the muin ocw '

~cupations open. to Black college graduatés. In short, segrecated:

. schiools increased Black female occeupationzd chances; thecefore, -

there was more cwphasis placed on sending Black females to college

than Black males.
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TABLE 3

MOTHERS ' -AND FATHERS' EDUCATIONAL ‘LEVELS

Educationn : Mothers : Fathers
Level CBlack” White - “Black Whitc
e Hanagers' Managers'. - Managers!  Munapers'
N

=115) (N=155) e (=13 ) e (N 152)

Crade School 14 % 28 % 35 % . 4O ¥

Oth Grade . . 4 ! SR 1 : | 3 ' 2

3
o

10th Crade ' 5 6

1ith Grade & o2 S5 .

-
o
[FLE
o
N
O

12t Grade

1E

1.9¢ Iy of
S ~ »
T 1o 2e 1 3 o 2
2 Yoars o oof
Oolicpn 7 Y 4 7

oo :

: 9] 3 4 4

or woo :

of College . 39 . . 13
: S | R T L
Toral o : ol GO ¢
3 N N S : . . ! .

uot- equal the o oherrol managers pairti-
; i . ‘ ‘

RN TN

oL,

L The totzl purcente are over er under 160 becauso of
rounding errors. ‘ ' ’

a

Cfhe white managers' mothers also received high: school &

diple

wore often thon:theiry fathers; however, more oi the

“white manngers' fathers received dolle sreess than' their

“mothkers. b i s

mic
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BN

In comparing all of the“erunté ‘the whltc mauayerq

fathers completed four yéars of college wost often. They vere

followed bv the ‘Slack maha"crs' mothers, the white manuzers?!
l:; ! <

'4mothe S, and then the h]ack n1nubcré':fathdr3.

JURIR A v e Provided by ERC

aquite’ giailay [ov

Overail tle Black mnnagers' mothsyy were the most. edu-—-

cated: their mean educational level was twelve years and ore wonth.

This compares with eleven years and six months for the white man-

- agers' dequs, eleven vears and five wmonths for the vlite man-

. ] ..; 1 - < x . | -....;- . e - ‘ 5 N ,'... ‘ ! 1Y .
agers’ uwothers, and eleven years and two months for the Biack

e Y P
manage: fathers,.
As onc would fer both the Biack oud white mana-
Boetween the educacional ch-;

aducantionad lovel ¢f the aan-

W1
S
i)
2
)

-3, T3 TPV VR, SR AT | ¢
i ;‘:j.:(l\v.m.'s_}.'r..l:’: sl O

sousucr-dun hitevs

;id{ﬂﬂi?;anﬁ

65 percent of the white farlicrs whoe had at lcest ‘»ch Tnjb de

P P DR, . P O T e RIPAE S Ve g
alsoe had zons e uhn shiters withial least hachicddss degrecs. IR

2 educatior

ment of 6Lw Black-munsgers.and theisr college dub cced paventso than

theve ds be LhLL“ thv whitn1managers und'thair-éollegc% ,;cﬂd pur-“

cnts. EL-s is probublv Lhn revuJ' QL. Lhosn feu h]d(h‘Danhlb wno

,wcre'ébla to ubtnin d‘ébllcgc cdv': io nfUndar opprensive[ccndi—

'ﬁtiQna]COuu.nnal, pfhddln; Lhexr LXlldLOﬁ Lo be somconc and imake

" so urthln“ oF - them -TVGQ. ‘Mochcr.‘appro imatclv 55 ycr(cnt of
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”the Black managers‘and'43 percent of the whité.managcrs vhose

_nothcrs and fathers had less than twelve years of schooling re-

ceived collcgc degrees4-aguih reflecting the very strong desire
amony working class farmilies to send‘their children-to college.“

These findings arc aulte simil to tho C*JOHUQ-br“'aIP ) RS

S D.C ;,1972). B T D e U T B

Q

ERiC

Aruitoxt provided by Eric

and Abeggelen in their sthdy on business lcnders in America. (lt

siivuld be rcuer b;rfd ‘that apploxzm“tcﬁy 17 percent of ou1 sannlc

vere femiles and Waraer and Abeggelen's sample consistcd of only

&
"
[

)
VJI
L]

A
b

"‘.u.:rvr_;': the cducstion of the father is important
in deteriing Lhe cﬂ .cation OL the song, it ds

fncior, 'ihe

‘(.:crf L3
LI':L"L' decline Lut L 12 fact that
Fore of men wdin less than high
(rilffo‘ shurirs tht ythﬂx factexs

) : ‘ . :
Firoas even, oo e moslo

CLeciard Geodwin., A general con-

noLl

- : .
;e education and’ L'Lz-n ﬁ;f,.

wunneors' fathera' beul ocenpaticas

it

Although thzare were no great differences ‘wl\‘-mn the edu~ .
cational levels ¢f the Lluacl ond x«?l:ite_:x'nm{;crs,' fathers, theve:

reat diffcrences in thu vcewpations.of the fatiiers.  Two-

' ar ui Mu:gg,&.‘l("’l (l" .i) &l. ‘

lﬁLﬂonard LJO] in,:Do the.Puhr Wnntﬁto wofk?;(NhShingCon;;n




thirds of the Black managers' fathers held such jobs as unskilled
laborers, skilled laborers and dining room porters, while two-
thirds of the white managers' fathers were professionals, mana-
gers, or business owners. The similarities in educational achieve-
ment and the lack of similarities in occupational achievement cén
be attributed to the lack of opportunities afforded Black people
in the past.

When the educaiional levels of the Black managers' fathers
and the best jobs they held were correlated, it was found that
the educated parents of the Black managers generally found employ-
ment in the professional areas serving the Black community. They
realized that their best chances of employment were in serving the
Black community and not in white corporations, primarily because
of racial discrimination.

Table 4 shows the best occupations of the fathers when the
managers Q@ere teenagers.

The fact thaﬁ 62 percent of all the white managers' fathers
(80 percent of the upper level white managers' fathers) were middle
or upper class is not surprising, and it is a sign that the white
manager sample is at least in social background typic?l of the
universe of white managers. A number of larger studies have
found that between 60-70 percent of the business elite come from
middle and upper class family backgrounds. Many sociological
studies have suggested that the reason for this phenomenon is
that children born to middie and upper‘class families have more

advantages than those born to lower class families because the
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TAPLE 4

BEST OCCUPATlnN OF FATHERS WHEN MANAGERS WERE TELNAGERS

Occupations - - - . Black . White
' o D Managers' . Managers!
- Fathers™ . Fathers™

(N=115) . N=154)

Unski]led Leborer ,- o » 20 % y _ .'8> %
SL;]lLu L:LULE* ‘ o ’_” 21' R o 14
- Small'ﬁusluéss Owner o 10 010
sedium Busiﬁcss Ower . - 1 S 4

Largc,ﬂusineﬁs Cuner o 0o ) 1

Uh Lew _i‘Suyérviﬁor/Hﬁnagéy . 5 1 S
iddle Leveld Supurvjxnrjﬁ"iu}ﬂr. | 3 E J 9
Upper lLevel Su?arviaoz/?u :x ’ G . ! T ¢!
Lawyer oy Doglor | | ! 4

CClevpgyinn 3 0
Schonl Prine > ' 2
Scheol Teuxche 1 ]

_..':‘Il' L . . R .

: S5 i3

11 5

o ] - Z'_‘ ,"0 - L 3

Parnacr of Uiy Smuall F*rm- S L 6 S
<Dining Lo s Waiter or Porter ' '
‘fnr rhv :xlxoad

oz
<

bidn' t havc & PaLher
‘ DOugn-L anw‘

Other 'u .: o i}
:‘Tutal%#?':. ,‘ : - 3 :  ‘ g.‘3"ﬁl07 ‘:‘7   : _ 10

SN W

P s *Thnrc was-mis jnv data in-one caéc;~

o . .“‘.
*"Thare ucrg mi g ddta in tuo cas;s._
sk, A S
MIhc tota] pcrLLan arc ovcr ]00 bvcau se of rounding errors.s
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corporite. system is. stxll considerably stnrus bound ll

That two-thirds_of the Black maﬁagers come from working
class hacbgrounda_la a measure of an Lmuresblvo amnuwt of Jnrer-
gencrational'mobility. ‘The brimary re33un,for thiﬁ‘js that disf
ﬁrfminatiun duﬂJH~L L11Cks‘hds detludHcd to an xtcnt, that over . . i
the éést two decades more Blacks have bad un’opportuxj “to ebtain
betroer éducations:and_better jobé than their parenls.

.Findlly, there is. a shifc dqwnward in socia] origirv-:
the hlﬁck mnnagufs who are entcriug-th& hgsiness world in. rocent

<

vears are ceming moie from working elass buehervuends then middic

CCenepallay the Bleelaaanucpers vho have the

: iy R U S R N P SRS UIY (N ‘ PR R
ahnt o voars ef eernuvaty eopoclencs emne Froa the Black wmiddico

SCTvLee g0l
,

G peveent. o This da not vhe ecase vith the wlhiite mancgers. s Begavds

“less of lenpth of service approzninately

ituselave. bhacka round

In sums . tho edi Lienal dovels bf'!ilc7hla< and vhite.

R ) o Vg b oy gy
CUS T RN D dwd N

r . I:liaif'
Lnuck‘manngors' mothers Had the Pighest nean cducutional level
1

G " followed b) LL' white managers' fathers, vhite napagers' mothers;

and‘Black managers' fathevs, 1f one considers the fathers'

Q}VF. V. Tnnﬁ:zﬁ and Co S Joslvh, American Business
“(Kew Yok, 1932)% Williom Miller, cd.,-Mcu in Business B
S (Combridge, 1952), pp.- 286-337; W. L. Warner and J. C. ‘Abegpelen, AR
ﬁ‘O((nW‘1|1oxh.! sMobility dn American Business and: Indurallv (¥ibnnea~= o
Lpolis, 1955); ddﬂﬁl howcnmur, ‘Ihe . B Dusiness chcutlvc_(hcn‘ e
B Ydrkgilq))) RLLHthd Bendiz, Work and Anthority in Industyy-
(Rew York, 1956), pp. 1498-253); C._Urlpht W]ll » Power, Politics

“and’ w3

Q:‘f ey fhgu "orP l)h3), pp. 110«139
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occupations as indications of class origius, it can be said that

two in three of the white managers come from middle and upper class

“backgrounds, while in sharp contrast, two in three of the Black

managers come frnm uurking class backgrounds.

Ti

1CSQ ]uut two scetions on educational achievemznt of  the

- parlicipating managers and their family backgrounds clearly show

. that although a }nrgé majority of the hlack monagers come from

working cla.- bncﬂgauunl they hiave pursued educatlion more vig-
orously than the tore privilcgad white managurt, the majority of

vhon ganrdl‘v come frow niddie cluus backgrounds.

“Thiz section will discuss the warital status of the
werz, whathery Lhedr apovses wi , ‘the educational levael choeis
spovsce allaines ) and the spousen' Forber®! ceoupatiors.  Yho

7'12:385;,(:1‘;‘-:.' maritsl siatus.

thar chere are disad: -uiages to baing single, separated, or divorced.

hite fomale From Ace Tublic Utility, who is divorced,

said that hlk plfN*LiOn Wi hﬁld[up‘idr six months because her sups-

LN

ervisor and]his;superior believed thst'divurcc_was a sign of "im-

-

‘matufity,'iﬁstability, und'cmptio“J1 .m.'_'Hith : L,.n:d to’ thL

=

Cmalés, an upper Lc‘nJLwhitu\munager'frnn IerIL A Bank indicatgd

 th&t.sjﬁglc}or_divofCCd.malés drc handLCdppxd bCLau‘e thL ma]e




necds a wife to help en;értain cuStomers, BosSeg, pecrs aﬁd sub~
ordinates, cspecinlly_ét Lhc_middlg'and'upper levclg of manage-—
ment wﬁerc gocial intgxcoufsé'becomes extrcmely impurfant. He
dléo belic#eé that ths_app];es more to middle. and upper level
‘managers. in banke and pnhl;v—rc1at~d nduut1les the m ic @hﬂagc;s
in Some typus‘bf ma 1u£4ttuxnng buulne se ; - However, being single
and an older womén amay be hel pful for fujuhvn‘ééek{ng hu5iness‘
 §3:&«?§ primrarily beéauﬁe the ma 1. d;m1qetcd buxoanc‘agyfbclieégs

that only single, older wonon ere more Jikely o stoy with ‘the

firms than warriced a2 whone Frnily vesponedibilitivs are cen-

tral. 10 dw sryiking thatr il the whice {emales vhe wove dntes-

vicued in aad widaie < posltivos depe Bovoy muaviica.
*

The: RPiach fernala in mi Yiovod of sannaooing s diverced, o

hos nor hivdoryod bes ogarEer be

T VO, S, gl
buekevound I el

catse 0 hwr und gyl cdunatlio:

arc in'y

h(;.i Domareiage on

HR A . : 4 Tl g3 eyt -:‘ » Y

. tigual e )r-u,u»ur ERIITRN *.1“u i
feoa helutul o ouie a harmiul, hclﬁful,.or‘irrplevnn: factor for

Morz thana 50 pdreeni of thoe

PATDECES I:,ea.‘e.icve ideally in -Llus:ir cplnious that a helpful spouse

€

should be an Important hzc..m: m Cm“ idering a ;:e' 500 fmb a man-

agerial posi-_tio;l.' , 010 thun ":0 poru;nt ai.s*o bc_lxuu_ thx‘f is

~the ccase in thedir f.i,::;z.s and' i busine
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managers of both races feel this more so than the female ma nagers.

.

A. Do thé manacers' spouses work?

More than twice the number of Black managers' spousces
work than the white managers' spouses, 606 percent and 8 percent,

a

resp .chv ly;

S The higher up the moncpéry nre on the cecupational ladder,

the less likely it will be that thedr spouses work. All of the

Black and vhite fewnie man;;vrﬁ' spovses work.,  One possible ex-

such a lerge difforence batwoon the pevesntige of Blacl

- ' . o 3 e e E gl Tl . e
uate AU vt ol cle (heh mest of ftae Dhogn mianobons s
P - s e ot em e T L . I 5 B IR 2
are Ioser Leved wmanveers whn gees e less ooy thovefory, thoess

AL y
worh LG wmunn enent D Py i \‘

Loovhoe 0 the Liomh mniindts ars ale
. a

- .n)rn EICE ARSI I

Torming the noc

y
the wifa moy ool have To cowziauc @0 .BL:;,:)..A..L A Lln’-‘- AR ST
However, che value of women 04 dnc . ondent professionals and Dorke
ers s dncrensing asoa resull of ihe wonrn's sovemant and the now

opportimitics for wonen; thercforw,. the change mov not’ nC1ur.

185»0 Ar p‘“dL" By pe 334, fov thQ,LILfU“ oy distributinn
" of the marital stuatus of the muag gers,

).
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' educational levels : 5

?

In this stddy; the data show that the highur'the educa-

B. Spouses

tional ]chl of the managcrs, the higher the cducational lcvcl of
the spousc. One~third of lhe lluLR und wvhite managers who huve

with bachclors

bnuhglor~ degrees or hctttr_arc married to spoi
19 PO 1o of the Blae! ' '

sdegrees. In addil1cn, only two of the lack manngers and two

of the \httb ﬂdndbxrﬁ who' do not havoe go;lvﬁc degre s have spouses

"1th cvllcbc dcgtcé“;

C. Sﬂuﬁﬂcﬁ' f;fhcrs' bost ecoupations

.AH;i the case w-tn the udndﬂu.;f fnthbrm; the wvhite
spouszs' fathers nre wmore Iikgl) to he Bosingss RANAHCTT businbs§
MG G, Y Fonu?ﬁ‘ﬁhﬁn thae Dlack ﬁpﬁuﬁtﬂ} fathors uholala

vy N Y : s : L
move liledy to Lo n“_= itice labvorors, ghilled labovers, or guverin-
M - B .y N - ) um et P R T . . . an L me ripn . ~ T el
priooos. JTrere var o Large opovecatange, 2L poveent, of the

Blacih did pot inuu what -thelr spouzes! [athers did
£ ] . .::\ ‘ . £ . 20
AOr employrn .

2

I LU'IU]JAI![ £ uponsest wvith the'
wnagere ' fathors’ e ibns;'irii;a dan 5 are thai, ip grn‘.an
-one, Black nale mahagers rarsied nore ofte; hejow tn lr-class back-"-

areund than within dtg h(WLV»l, tHL B]dur iOmeH ma.ahxxs‘mﬂrriédj

more often within their class backgrcuud than cutside L. o This
. . ' . : . .
f

‘sanne deL ‘T vas ilsu Maidc t wjrh Lhe VhlLL n“lec hnd males;

R l)SPL Appcndx. “pe 535, for Lhc frcqucqc> dis tributinn
of thv cducatJonnl lvals of thc manuyur bgousﬂ ' EOT

o 7ZOSL Appond1n B, pp; 535-336 °‘or Lhc frcqucnc) d:eribLtlon
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however, thtes from the upper.cluss n@d, io-nxlcsscr eﬁtent;
those froa the loter class are movre liLely to marry within their>'
social-ceononic group than Lhosg in lh; deulc class.

;’ ._ ©In sum: the data srggest thnt.being'marricd is an asset
for hul but Lglrnwsiu;ia is nu»hss&i‘fer femnls, csycciglly'
§1der fcmaics,‘ The higher "p.the m{ﬁagerial lﬁddhr the mnnagers
are, the lcss likely it is that theiy spouses are o -aking., Hore

jof thé Black managers’' gpaubcc wofk'thnﬁ tha chiif ranacers '
]

spouses. The Black and white monagers’ spouses have similar edu-

13 however, the Rladk mznagsss' sponces gen-

cationnd cebievomen

class whitdo tha whiits mane

< fvom overh i

. . _ . . . . P i. . ..
aners Spdasas genel Coenn bross iddilao oud vnpey eloss hancik-
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A Relieious preforanco &ﬁd’frcouencv of attendancs db church
<. The' medal prejerence of rhﬂ Black managers are hoptistse-
.} \ e <] )
. 29 percent. -An alwost ddeatical >etccnt 28 pereent, 0f the
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case with the Black mansgers, the next highest percentage, 17
percent, of the white managers have no rcligious>prcfcrcnce. The -

religious preferences of the managers are shown in Tablv 5.

TABLE 5

S e,

l\ILL(JOLxS PREFERENCES

RKeligion . Blask White

Hana:. rs - Managers
(N= =] tu) ‘ (1=156)

Baptist 29 -7 ‘1%
Rone , , : 28 : 17
. D _ : . -

SMethodiat . 11 ' 7.
Catholic » - ‘ 9 : 2@
Episen n.ﬂ'j W o ) L 50 9
Tt ran : ‘ T ' 5
Cther Yrotestant Denssinsticns ‘ .4 s ‘3
G » . ) R : . o _.
‘.;i!“di".:!i«uj (,misL N _ b > ¥

CPreghytoersos 2 16
l’;.'c testant -ns Speed B Bendwinaricn 2 3
Jewish : ' e : ‘ 1 IR I
Other Deaominatio TR Pretesta Bt A ) 1
Moraon B R o o0 - 3

'uTotnl S A R 100 '  109

'Jhc_ xé*:a'z'in 5 fox.‘y hcxr‘c!].:,; t:hc laq,u LaLho. mmnr)ty dunong

‘:whités._ and the s1/(-ab1c .1L<.u14r minont dnong buth bl.u.l'<' :md

whites.. Q‘nly 49 p(:rr-enr o f H ¢ t.1i_li6:m:um;;cr::«;_, al‘(e‘ ffi.l.ldl.l 4

0
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“with the Protestant faith. Previcus studies such ns:Bowman'521
noted that approximately 70 percent of the white managers in bus-
ivess are Protestant.
The high perceatage of Catholic mancgers is a clear testi-.

mony that religious discrimivstion against Catholics in the bus--

iness commumity, at least in the West, has decreased substantially

]

since Mabel Heweomor pointed out the large discrepaincics botween

the Catholic popuiation din the U, S. - :d their vepresentation in

the executive ranks.  Dhe noted that aliheoug madce op

33 percent of the U, 5. popolation, they ma:

22

& up only ¢ percent

n{ he enagutivesn in Lbusinoss.

The vropaeiiien thal dicevininafic. e clics in
the buniness corounity has decroased o sibe Loy the mnaanepa
i s uiwbil 4 vith ’_5!'.‘-":'.’?'.‘“,;';1':?: ;'-.-' a furliar oion
ba tre veoende Bevruee found Dn hos st thal appaed 20 wers

'

cinton® tho moyopers belioved that boing Catholic wasta

av fer puopovicn to rupervisory pesibdons.and Pedoed i hogioos
. v - . R . Lo
iy ievo !t and aoproxintely Y o pegeont beliovod Dodng Pror i

L ‘ T0
isobnd bhevand o

wan T alpiol for promotior ol superviscry ponilis

Im this sivdy, only 5 poreent of thi wivity uennpirs and 9 pereent

of the Black wanagers Lelicve being Catholic io hamnful for pro—.

notion. in business in gaerals however, 22 pogcent . of the white

R ‘ ‘ 21B0wm&u~(l9b4), p. &
: Haliel Newecmew, The Big business Lrecutiive (New Yorlk, 5
1655), pp. hb=hE. 0 SRR | T
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managers and 33 pcrcent of thc L]aLL managers believe be eing Protes-
tant isthIpfgl.Eor promotion in busiacss in ggue'a[."These~fig—
uroh, Qbilc‘inQiéatiﬁg that disérimiuntion 5gainst CﬂtholiCS'has
decrcasti cleu;ly‘ﬁoint éut'that there is sfill a Substnﬁtial
amount‘of vork to 50_dﬁne»to eliminate discrimination against
Catho}ics_in the busziness cemmﬁnity;' _ . o T

The .fa(':t that mﬂ" l %vc-.r‘v.:cnt‘of the muuagersa‘:.?‘n this
study are Jewish supp;rLs the v‘sigjoh chat Jaws aru‘Stf]T findiﬁg

it extrene

L

; difficult to purzus caveors iu Proteftant deminatoed
firms. -Thirty percent of the Bluch managers and 273 percenl of

" % ‘. . "
the white mns

ful inetor LO 0T seand bevoined in
bugineny v pencrst and Z0 gopeopeof the Rinel wovnecres ol 7
porcint ci i he Boldrve Lhids e sleo U care i

Vinally, & hich pa "(.“m_'"(' Of v
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Yevaels bqlcug to ond of these high status P,UL(HL,“L uuvrm'ld:s;uu.

 For exdnple, 42 porcent ¢l the uppey Lovel whilde managnrs,f29

.

percent of the miqdle level yhite manegevs, ond 6 purcent of it

Jovier level vhite nunuvers uré‘mvmhers t csa dcnom:n iions.
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who‘afe7affiliétédf”v

Lndi«

v1duals Uhu bulon" to QPQC ific high status ‘donomxnaonns OJ the

-

:Protéstantﬁfaith.~

The ha]OLlL) of thu managers in nur "(udy atLonﬂ rulnyth

Black and white managers nover a:Lcnd.church or oﬁ];gat;cnd

church a few times a vear. This is mere true

Lpnu mee. at,teli ious Servxces'rcxlcttﬁ‘m more genoerdl trend away

ivom the chardie, Table Sophows The fx&gufnuy

“recavd  to albteiidsnce Gt 07-”1u|~ servicess

services’infrequently,‘if at all;* {oro lhha hdlf of both

tant managers r.h:m. aneivy I:lw C..i -|..~ lic managers.

laek

of

.lh [

thie Protes-

at~

ibution with:

T T [P R oK R S

Tove Than “ H

Frequaney of Atteddance

Once’ & v«n ! o R

Once Ox i ce z'\ Henth R i

A Few Pimcs.A.Ycur.T'  o 36

o
!

Never ] - 7 2

Total T ‘, R :‘»:  ‘lﬁd

100




An ironic comment on the effect of Christianity on preju-
dice is the low degree of prejudice among the most secular whites:
86 percent of the white managers who did not express any negative
racial attitudes about Blacks in the study never attend church or
attend only a few times a year.25 In addition, 60 percent of
those white managers who expressed negative attitudes about Blacks
on one to three questions attend church only a few times a year
or never. However, those white managers who attend church more
than twice a week, once a week, or once or twice a month tend to
hold more racist attitudes than those who, attend church very in-
frequently or never. For example, 35 percent of the white mana~
gers who attend church at least twice a month or more expressed
negative attitudes about Blacks on three or less of the questions.

Support for the position that those who attend church
frequently have not been affected greatly, if at all, by the
Christian doctrine of equality was found by Angus Campbell:

If one thinks of . ., . the churches as major forces
of acculturation in American society one must con-
clude that their contribution to racial patterns

in this country has been to preserve the status

quo . . . the role of the churches has been es-
pecially remarkable. Despite their historic
dedication to the inculcation of moral values,

their influence on the racial attitudes of their
constituents appears to have been very limited.26

25Chapt:er VI covers racist attitudes. These attitudes
include such statements as Blacks are lazy, dumb, slow, irre-
sponsible, etc.

26Angus Campbell, White Attitudes Toward Black People
(Ann Arbor, Mich., 1971), p. 68. His study interviewed 2,945
whites and 2,814 Blacks.




It should be noted that in this study there were no large

differences among the various Christian denominations with regard

to racial attitudes. This finding also was supported by Campbell:

Slightly over half of the white residents of these
northern cities identify themselves as Catholic,
something over a quarter are Protestant, one in
eight is Jewish, and four percent say they have
no religion. . . . the differences between Cath-
olics and Protestants in their response to racial
questions are very minor.

Because of the few Jews in this study, it was ii#ossible
¥

v

to make a comparison between the racial attitudes of the Jews and

the Christians. However, Campbell did make a comparison:

The pattern of Jewish attitudes presents a striking
contrast to that of Catholics and Protestants:; Jews
are consistently more positige in their orientation
toward these racial issues.?

In sum: although two-thirds of the Black managers and

almost half of the white managers are Protestants, they are from

!

various denominations, There was also a large number of Black and

white managers who have no religious preference. The majority of

the managers, Black and white, do not attend religious services

frequently.

And finally, the most racist white managers are

generally those who attend church most frequently,

B. Political philosophy and political affiliations

When the managers were asked what they considered their

political philosophy to be, the largest percent of the Black

27

Ibid., p. 47.

28

Ibid., pp. 47-48.
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percent believed they were helpful in business in general. 1In
addition, 63 percent of the managers in her study believed ideally
that belonging to prominent social clubs should be irrelevant to
an individual's promotional opportunities and 51 percent believed
this was the case in their firms; however, only 23 percent of the
managers believed this was in fact the case in business in general.29

In this study, 32 perceﬁt of the Black managers and 26
percent of the white managers do not belong to any organizations.
The-vast majority of the managers who do not belong to any organ-
izations come from lower management. As would be expected, the
higher the position held on the ménagerial ladder, the more likely
the manager is to belong to organizations. Table 9 lists the organ-
izations the Black and white managers belong to and whether the
memberships of the organizations are all-Black, all-wvhite, or ra-
cially mixed.

Although in general large differences do not occur between
the racially mixed aﬁd racially unmixed organizations to which the
Black and white managers belong, differencgs do occur when impor-
tant variables are controlled. The younger, lower level Black man-
agers, Black femalgs more so than Black males, are more likely to
belong to all-Black organizations than the older, middle level
Black males., There afe several reasons for this difference.

Younger Black managers have grown up in a time when increasing em-
phasis was being placed on Black pride; therefore, they are more
likely to belong tg organizations whicg exclude whites. 1In addi-

tion, the younger Black managers are almost exclusively at the

29Bowman (1964), pp. 18, 22.
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partly to their managerial level which does not require a great
deal of social and community involvement, to their age group which
is more identified with Black separatist views, and to their edu-
cational opportunities which did not provide them with possible
opportunities for forming friendships with whites in college.
Equally important perhaps is the fact that Black women have been
abused and used by this white male dominated society; therefore,
part of the reason they have less interaction with whites can be
attributed to their fear of being abused and used by white males.
White females have less interaction with Blacks than white
males. In general, the older white males who are in middle and
upper management, but not necessarily college educated, have more
contact with Blacks than lower level white managers. Of course
part of this difference between the frequency of contact of the
white managers from the various managerial levels with Blacks can
be attributed to the civic.and community involvement of the white
middle and upper level managers and part of it can be attributed
to the fact that a iarge number of white females make up the lower

managerial positions in this study.

The Racial Make-Up of the Managers' Neighborhoods

When the white managers were asked whether Blacks live in
their neighborhoods, approximately the same percentage of white
females and white males live in neighborhoods with Black neighbors.
Only 4 percent Black females live in an all-white neighborhood,

compared with 11 percent of the Black males.



Although almost half of the white managers have Blacks
living in their neighborhoods, almost three-quarters of them live
in areas where Blacks make up only 5 percent or less. Only one
white manager lives in a neighborhood where Blacks make up 50
percent or more of the population.

One-fifth of the Blatk managers live in neighborhoods
where Blacks make up only 10 percent or less. Many of these Blacks
live in these areas because of the proximity of their neighborhoods
to their jobs. Most of the white managers have moved out to lily-
white suburbs many miles away from their jobs and the urban cen-
ters where large numbers of minorities live. Almost half of the
Black managers live in areas where Blacks make up at least half of

the population in their neighborhood.

Would the Managers Marry Someone of a Different Race?

The great lack of interaction with Blacks on the part of
the white managers, especially in the social area, stems partially
from the fact that substantial numbers of white managers (72 per-
cent), because of their racial attitudes and stereotypes, would
not consider a Black as.a possible marriage partner. |

Up until the late 1960's there was very lictle opposition
to interracial marriages in the Black community; however, in the
past several years many Blacks, especially among the young and
women, have voiced strong opposition to interracial marriages
generally on the grounds that any Black who marries a white is

psychologically oppressed and brainwashed by white America. 1In
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volved in the new cmphas Ls‘put on‘ﬁlack pride than the oldex

Black managers.
The olderAﬁhitﬁ managers are mofellikely to say that they
gou}d horcly imﬁgjné_theméélvms marrying & Black pereon fhén,thc
yoﬁugcr whitc manapers. an losue of el rveported thael 39 percent
of the Black popuﬁqtivn aud only 2§ pereert of the whigﬁ popula-
tion apﬁrov: of fntercaciol marriages and 21 percent of the Blachs,

5 disapprove. ™ these figores are gulite

by
"o

fud
s
o
b9
oy

sjﬁilér to thosa rgpmxtedvlnlthis.shudy.

There #Gcmﬁiég‘bﬁ a rletJon'Lﬁp huL\Avn rh9‘3mount of
contact the whirulmanagvrﬁ Have wi;h Etuc&s aud_thcix Viewg abcuf
ﬁdrr#iag Hiachs, :For e“¢wwl., 46 pavcenk of th ant“ managers

wio hh ve d greal deal uf,cuntact with Placks; compawed to 76 per-

cent who have no countact with Blacks at all, LUUld hardly iaagiue

-themselves marrying a Black. In additinn, tlia less contact the

vhite managers have hluh L]dL1J, the nore lJLo1y they are to

-

strongly agree rather than just agree, i.e., lho=e with lunﬂ

32Ag£, December 7, 1972, p. 30. Poll was taken by

Gallup-Poll. o ) .
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céntnCt &1th.ﬁ1§cks générally feel mofu Stfongly about.not marryiﬁg

Blacks thau those who have more fréqﬂeﬁt contact wiﬁh‘Blacks.
Simiiarly the Blﬁck managers whﬁ have the -most frequent

contact with whites are more likély to ﬁglieve they could marry

a thte than those with lcséiifequvuf cogtact. bThis.is‘erpectcd

considering those blacks with the most contact.are Blick males who

are middle level managers over 30 years of age and have more in-

=

anagere

‘Summery and Concdusions

-— -

In susmary, a prefile of the tvpical Black naager and

the tvpical wirite maaoger who povidcipated din chis ostedy will be

male . (_1(_:1_.}_(‘_-;145:‘:..

awerhiing ¢lace

more cducated Coam his

father. 1n additien, Lhe manavesr i anvried to a peveen with

| o ‘ . ' ) 3 - . .
aeduenticdnal nchilevenont similar ' his own, who comes fremna
voriing olass backpgrousd. and vho vorks.  The vauincer lives in
an inteprated aeighborhood, has fairly freguent scoisl contaec:
with whites, and belonus o integrated rellgious, socind, civie,
professicaal, and business organizations.

‘ : ] L ) . . .

The typical white managev is a 42-yzar-old male, college-

educated, moderate Republicsn, Protestoot who comes frem at least

a middle class background and whose father is geacerally more cda-

cated than his mother. In addition, the manager is married to a
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person with similar ceducational achievement, who comes from a
middie class Tumily bacherouid, and who does not worgk.  The man-
ager lives in an all-white neighborhond, has little social con-

tact with Blacks, and belongs e sepropoted social organizations,

but integwated civie. profer-ionol, political, religicos, and

business oryunizations,
o



CHAPTER III

THE COMPANILES' AFFIRMATIVE ACTION PROGRAMS

Introduction

To analyze the Affirmative Action Programs of the com-
panies participating in this study, this chapter will both de-
scribe programs and offer possible explanations for the laie

variations in them.

The Companies' Affirmative Action Program:

The firms which participated in this study were required

by lawv (Revised Executive Order 11246), in January 1970, to sub-

’

mit a written Affirmative Action Compliance Pre:ram; however,
most of the firms indicated that they had written AAPs ltefore
1970 and all of the firms stated that they had iaken goeps Lo
practice equal employmeunt opportunities before they wrote their
programs.l Revised Executive Order 1124€-states in part:

An affirmative action program is a set of specific
and result-oriented procedures to which a contractor
commits himself to apply every good faith-effort.
The objective of those procedures plus such efforts
is equal employment opportunity. Procedures with-
out effort to make them work are meaningless; and
effort, undirected by specific and meaningful pro-
cedures, is inadequate. An acce;tablc affirmative
action program must include an analysis of areas
within which the contractor is deficient in -the’

1A11 Of the firms are federal contractors, thus come
under the jurisdiction of Exccutive Orders.
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utilization of minority grodps and, further, goals
and timetables to which the contractor's good faith
efforts must be directed to correct the deficiencics
and, thus to increase materially the utili: -tion of
minorities at all levels and in all segments of his
work force where deficiencies exist.

The companies also were members of the.now defunct Plans
for Progress and are currently members of its replacement, the
National Alliance of Businesses. Plans for Progress, initiated
by the late President John F. Kennedy, was a voluntary effort
on the part of some business leaders to go beyond the letter of the
equal opportunity laws by aggressively pursuing the concept of
equal employment opportunities. Every company, except the two
banks, joined Plans for Progress in fg62. The banks. Tripe A
Bank and Triple C Bank, joined the organization in 1964 and 1965,
respectively. The National Alliance of Businesses is a joint ef-
fort by the federal government and the business commﬁnity to pro-
vide employment and on~the-~job training for members of minority
groups previously considered unemployable. |

Table 1 lists the dates the firms first developed written
Affirmative Action Programs.

The companies gave various reasons for having written
Affirmative Action Programs before they were required by law.

For example, the AAP Co-ordinator in Triple C Bank said that they

wrote an AAP as early as 1964 because of an agreement with the

California Fair Employment Practices Commission (CFEPC). Triple

Ruth G. Shaeffev, Non-discrimination in Employment:
Changing Perspectives (Washington, D. C., 1971), pp. 90-91.




A Bank indicateu that their written AAP was the result of pressure

applied on the company by civil rights organizations; Aunts and

TABLE 1

DATES COMPANIES FIRST DEVELOPED WRITTEN
AFFIRMATIVE ACTION PROGRAMS

Company : Date
Triple C Bank ' 1964
Cousins Manufacturing 1967
Aunts Manufacturing | 1967
Triple A Bank 1968
Ajax Manufacturing 1969
Century Manufacturing 1969

- Deuce Public Utility 1969
Ace Public Utility 1970

Cousins Manufacturing Companies indicated that their programs de-

veloped because their companies have always been '

'progressive" in
the area of human rights. Three companies, Ajax and Century Manu-
fagturing and Deuce Public Utility, stated that their, programs
were a result of a.new awareness on the part of management that
there was a real need to provide equal opportunitics for all. It
should be noted that the writer has never scen a copy of Deuce
Public Utility's Affirmative Action Program. The firm's represen-

tative indicated that the senior manager in charge of the AAP be-

lieves *he information is privileged and not for outside consumption.
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Ace Public Utility was the only compuny which said that
it had not developed a written Affirmative Action Program before
the governmental order. However, it.did indicate that it took
concrete steps toward improving minority employment as early as
1962. Although last in formulating a written policy, Ace Public
Utility has the most detailed, elaborate Affirmative Action Pro-
gram. Many featdres of their program, completed in 1970, anti-
cipated governm. . orders issued in 1971 and 1972. For example,
their Affifmative Action Program included provisions for elim;n—
ating job restrictions based on sex. They also included in their
Affirmative Action Program goals and timetables not only for eth-
nic minorities, but also women.

As will be seen, even though these firms have made various
types of voluntary commitments to equal employment opportunities
and even though they have been required by governmental laws to
provide equal employmest opportunities, the degree of commitment

to affirmative action is minimal to say the least.

A. Emplqzmeht goals

_Although all of the firms do have written AAPs, they vary
widely from the comprehensive plan of Ace Public Utility with
specific goals and timetables to the short statement of Triple C
Bank which simply reiterates its stance as an equal opportunity
employer.

Ace Public Utility has established the goal of achieving

population parjtyBin every district, department, and division no

3Reaching population parity in a corporation means to
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later than 1980. In addition, it will attempt to reach employee
parity4 at all levels from the lowest clerk to the Board of Dir-
e;tors by 1990. Not only are there goals and timetables for the
en;ire company, but also for all the major subdivisions in the
company.

Of the remaining firms, excluding Triple C Bank which has
no specific goals and timetables, and Deuce Public Utility, their
main goal is to increase the numbers of Black employees., Little,
if any, emphasis is placed on increasing the numb.rs of Black
managers at all levels of management and in all areas of manage-
ment and timetables have not been set.”

Put another way, these companies are primarily concerned

with réaching ethnic minority employment rep;esentation directly
related to their population representatioﬁ ih the surrounding com-
munities. This goal is not far reaching, especially since no spe-
cific dates have been set to achieve them.

A primary reason these remaining firms do not have goals

and timetables is that they doubt their usefulness and effectiveness.

achieve an employee group whose ethnic composition is a more or
less direct relationship to the racial mixture of the community in
which the corporation's operations are located. .

4Employee parity is defined as a more or less direct rela-
tionship between the ethnic and sex composition of the work force
and the ethnic and sex composition of all major job categorics and
all managerial levels.

5Triple A Bank and Ajax Manufacturing have recently (1972)
complied with Executive Order 11246 by, establishing goals and
timetables on a year-by-year basis to attempt to increase the
number of Blacks in their managerial work force, but they are
only conccrned with the total number of Black managers and not
with the number of Blacks at each managerial level.
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This recason, as the federal government argued in Revised Order
11246, is not valid. Another primary reason is that the enforce-
nent of the law, by the federal government, has been slow and of
limited effectiveness, to say the least.

Governmental pressures to meet goals and timetables have
proven to be helpful in increasing the effectiveness of the Af-
firmative Action Programs in Acé Public Utility. One scnior white
manager in Ace Public Utility said many managers rationalized their
lack of progress by saying they could not find qualified Blacks
and/or could not afford them; but, after they were given goals and
timetables as part of their managerial responsibilities and we;e
going to be held accountable for meeting these goals, many of those
who said they could not find any Black managers suddenly found
them.

Setting goals and timetables does create certain problems
which firms must realistically face. For example, it came out in
several seminars the writer conducted for some of the senior man~
agers in Ace Public Utility that the economic slowdown and the re-
sultant discovery that the company was overstaffed at the middle
and upper management positions created two serious problems:

(1) The company has had to revise downward their goals and time-
tables and, as a result, some of the Black managers who expectcd
to be promoted have not been promoted and they attribute it only
to racial discrimination rather than to the economic slowdown,
overstaffing or a combination of these factors. (2) Many of

the white mananers attribute their lack of promotional opportunities
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to their company's strong emphasis on affirmative action rather
than to the economic slowdown and/or overstaffing. These senior
managers indicated that there is less discontent among the Black
managers than the white managers because many of them have just
recently received promotions, while many of the white managers
have not. They also indicated that there is more discontent
among the white managers than the Black managers because, in gen-
eral, the white males are apprehensive about «1d feel threatened
by the emphasis being placed on minorities and women. Many of
them consider their company's Affirmative Action Program to be
discriminatory toward white males. As many students of job dis-
crimination have observed, a recession heightens conflict between
minority and majority groups over jobs. Only in a brisk labor
market can occupational integration go forwarc< rapidly and smdoth].y.6
Although some Black managers have becom: discontented
with company efforts in the arca of equal employment opportunity,
the establishment of‘goals and timetables has generally had a very
positive effoct on the Black managers' views of the opportunities
available in their firm, compared to those available in the corpor-
ate world in general. On the average, 80 percent of the Black man=-
agers in Ace Public Utility believe that Blacks do not have equal
opportuniticvs in the corporate world. This is the highest per-
centage of Black managers believing this to be true in the six

large companies. In contrast, only 50 percent, the lowest

bliarold L. Wilensky and Charles N. Lebeaux, Industrial
Sociciy aud Social Welfare (New York, 1965), p. =mxxiii.
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percentage of Black managers in all of the companies believe that
Blacks do not have equal opportunities in their company. In con-
trast, 72 percent of the Black managers in Triple C Bank and 63
percent of those in Deuce Public Utility, which have very we.ak
AAPs, believe that Black managers do 1)t havé equal opportunities
in their firﬁs and 74 percent and 70 percent respectively, ¢ £ their
Black managers do not believe that Blacks have equal opportunities
in the corporate world. As one can see, the Black managers in
these two companies do not see much difference in the opportuni-
ties available to Black managers in their firms and in the corpor-
ate world in general. Thus a strong Affirmative Action Program
does create more positive views of the companies' employment poli-
cies among the Black managers than a weak policy.

The effect of Ace Public Utility's Affirmative Action Pro-
gram on their white managers does not seem to be more negative
than the effect the weak Affirmative Action Programs have on the
white managers in Triple C Bank and Deuce Public Utility. The
lack of difference among the white managers from these companies
can be attributed to the timing of the interviews. The interviews
in Ace Public Utility were completed before the economic slowdown
and the discovery of overstaffing and a strong impact.on the employ-
ment policies of the company; therefore, the uneasy feelings of the
white managers did not show up in the interviews. In addition, al-
though Triple C Bank and Deuce Public Utility do not have effec-
tive, strong Affirmative Action Progra&s, they have issued many

public relations slatements which have created the impressioa
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amonyg their white.cmployees, and thus resentment, that Blacks are
getting more thuan cqual opportunities. Finally, there has devel-
oped in the 1960's and 1970's a general belief among many white
Americans that all you have to be is Black and you have got it
made.

In sum: all of the firms have experienced internal and
external pressures to move toward equal employment opportunities
for Blacks.7 Although all of the firms have written Affirmative
Action Programs, they vary greatly. Ace Public Utility has an
elaborate AAP with specific goals and timetables. ‘1riple C Bank,
in contrast, has a thrce and one~half page statement simply re-
iterating the company's. long standing policy of hiring and pro~
moting people on the basis of ability and merit, not on the basis
of race, creed, color, religion, or national origin. ' The AAPs of

the reraining firms are somewhere in between these two extrem:s.

B. Recruiting policies

-

In order to achicve Black employment goals, especially
managerial, it is important to have effective recruiting methods
and sensitive recruiters‘and interviewers.

All of the companies, except Triple A Bank, indicated that
they do recruit at predominantly Black colleges. Triple A Bank
recruited at two Black colleges in 1969; however, it has not re-

cruited at any sincc then. There werce two reasons given for this:

7The next scction looks into these internal and external
pressures in greater detail.
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(1) Senior management did not believe that it was or would be
profitable because the company could not find the qualified Black
managers that it needed. (2) The company has not recruited at
any colleges since 1969 because of the economic slowdown.

The other companies which recruit at Black colleges began
their recruiting efforts in the mid or late sixties. Two primary
reasons were given by the companies for their recruiting efforts
at predcminantly Black colleges: (1) The civil rights movement
and new federal laws and regulations forced the companies to begin
looking for Black college graduates. (2) A number of Black col~
leges have been taking concrete,steps toward improviug their aca-
demic standards in order tc compete with Northern, predominantly
white colleges.

These seven firms have all recruited at the Atlanta Com-
plex (Atlanta University, Clark College, Morehouse College, Spel-
man, and Morriss Brown) and Texas Southern. Most of them have re-
cruited at Hovard, Southern University, Tuskegee, Fisk, Hampton,
apd Prairie View. Ace Public Utility and Century Manufacturing
indicated that they recruit at approximately twenty-seven pre-
dominantly Black colleges.

Aunts Manufacturing explained its rationale for recruiting
at only a few select Black colleges in this manner: ". . . we
have determined that a concentrated approach to a minimum number
of quality growth colleges will produce the best long~rangé

results.”
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Ace Public Utility is the only firm with specific college
recruiting goals for obtaining Black, other minorities, and women
representation.8 Since it is the only company with managerial
goals and timetables this would be ‘expected.

In addition to recruiting at predominantly Black colleges,
Ace Public Utility, Triple A Bank, and Aunts, Cousins and Century
Manufacturing Companies use employment agencies to seek Black man-
agers. One agency frequently used is Richard Clark and Associates
which specializes in recruiting Black managers.

All of the firms have contacts and maintain relations with
the National Urban Lcague} the NAACP, and local Black groups as
"recruiting' :ources for Black managers.

In addition to these methods, most of the companies adver-
tise in local and minority newspapers. And all of them on occasion,
set up booths at job fairs held by various minority groups.

Table 2 indicates the manner by which the managers who par-

ticipated in the study obtained jobs with their present companies.

8Ajax Manufacturing has just recently set a goal for minor-
ity college recruits to include three Blacks out of every nine man-
agers hired., Also Triple A Bank has recently told its Black man-
agers to recruit and hire a certain number of Blacks for manager-
ial posi.ions. The unique feature of this program is that the
Black maunager hires the individusl before sending him to Personmnel
for processing. Other companies generally leave the hiring deci-
sions up to the Personnel Department. Because of this new nethod,
the company reached its goals for Black managers four months be-
fore they expected to. Before the company instituted this new
procedure, their goals with respect to minority representation
were very seldom reached primarily because the white managers
would rationalize their lack of success in .recruiting Blacks to
the Blacks' lack of qualifications or the Blacks' high salary
demands.



TABLE 2

HOW THE MANAGERS OLTATINED JOBS
WITHI THEIR PRESENT COMPANIES

Method by Which Obtained Job Black White
"magers Manager::
(N=116) (N=156)
Applied at Employment Office 43 % 41 7
Recruited by Comp:1y 2t College 18 15
Friends ' 13 20
Relatives 8 5
Employment Agencies 8 5
News Ad 6 9
State Employment 2 1
Other | 2 . 4
Total 100 100

The most frequent way the managers obtained jobs with their
present companies was by personally applying at employment offices.
Approximately one-fifth of the Black managers and one~quarter of
the white managers obtained employment with their present companies
through friends or relatives. More than double the sércentage of
D ock managers with four or less years of service, compared to
those with four or more years of service, were refiurred to their
companies by friends or relatives. This suggests that as= the
number of Black managers increascs friends and relatives will be-
come an increasingly important recrulting source. Dale L, Hiestand

noted the importarce of informal recruiting methods:
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The operations of the labor market are profoundly
affected by the information and recruiting systems
used by employers and the information systems used
by jobseckers. In general, thesec tend to be highly
informal, with family conncections, word of mouth,
and the like playing a relatively large role. The
informal mechanisms work in such a way that vhite ¢
workers in bette> jobs in effect recruit other white
persons as potential workers and few Negroes show up
as applicants where they are not alrcady well repre-
sented. Thus differential employment patterns tend
to be sclf~-perpetuating.

The third most important source by which the managers ob-
tained employment was recruitment by the companies or through col-
lege placement centers. The recent emphasis on recruiting Blacks’
at colleges is illustrated by the fact that more than half of the
Black managers recruited at colleges bLi- ve four or less vears of
service? This compares with less than one-tenth of the vhite
managers with similar service.

When recruiting managers, all of the companies, except
Ajax Manufacturing, indicated a preference for those individuals
who have business administration degrees.® Acc and Deuce Public
Utilities and Cousins, Aunts and Ajax Manufacturing Companies
also have preferences for graduates with enginecering backgrounds.
Triple C Bank has a preference for graduates with backgrounds in
economics and Triple A Bank for graduates with backgrounds in
liberal arts. The only one who indicated that his company has no

preferences was the Perscnnel Director from Ajax Manufacturing who

said, "All we want is people who could become good managers.'

Iate L. Hicstand, Discrimination in Fmployment (Anun Arbor,
Mich., 197¢ , p. 20.
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Margaret Gordon and Thal-Larsen in a labor study of employ-
ment practices in the San Francisco Bay Area wrote:

In view of widespread interest in educational
requirements for managerial workers, we also asked
several questions relating to the particular types
of colleg: training preferred. Very few of our
respondents indicated th: .  they attempted to sel-
ect, as potential managers, graduates from any
particular colleges, business schools, or other
institutions of higher education. There was, how-
ever, a decided tendency among the establishments
requiring a college’ degree to prefer a degree in
business administration or engineering over such
majors as the natural sciences or humanities.
The: 2 results are generally consistent with those
of a nationwid.: study conducted a decade ago, and
it appears likely that technological developments
of the last decade--especially the increasing
tendency to use computers to provide information
and analysis relating to managerial decision-mak-
ing--may well have tcnded to strengthen prefer-
ences for degrees in business administration and
engineering. In fact, the preferences for engin-
eering and "bus ad" majors often expressed the
employer's belief that the completion of-these
majors, :wre than others, was evidence of a com-
mitment to the business community, and under-
standing of modern technology, or a demonstration
of various work habits and other characteristics
relevant to the selection decision.

Although the'majority of the firms in this stﬁdy, and
according to Gordon and Thal-Larsen's study most other firms, give
preference to candidates with degrees in the scicnces and business
administration, it is quite evident from this study thuat there are
also many opportunities for individuals with degrees in the human-

ities and social sciences and also for individuals without degrees.

In order to have a successful recruitment prcgram, the

10Margaret Gordon and Thal-Larsen, Employer Policies in
a Changing Labor Market (Berkeley, 1969), p. 277.
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recruiters and intervicwers of the firms or of those agencies used
by the firms for recruiting should be carefully selected and trained.
The primary reason fov this is that regardless of.au individual's
background the initial impression the individual makes on the re-
cruiter or interviewer is critical. ‘lue situation for Bla:ks when
seeking employment becomes further complicated due to thie great
possibility of the non~Black interviewcrs or repruite:s possessing
racial stereoty:es and negative attitudes about Blacks. This, of
course, would scverely handicap the Blacks' chances of making a
good impression. Very few of the companies have taken c¢oncrete
steps to carefullj select and train their recruite.,s and interviewers.
Most of the companics periodically send some of their Black
managers to recruit at Black colleges; however, in general, it is
done by the predominantly white Persenn: 1 Departmunté.ll Ajax and
Century Manufacturing Companies Qo not have any college recruiters
specifically assigned to their small operations. Their managers
are recruited by thé fecruiLers at their corporate headquarters.
Only Triple C Bank had a full time Black college recruiter
(19694197l). (The position was abolished in 1972.) His position
was developed as a result of great pressures by a group of Black
managers several vears ago. More specifically, the Black managers
became disenchanted with the lack of progress their company was

making in the area of Dlack managerial opportunitics; therefore,

llzs noted before, Triple A Bank has only recently decided
to permit their Black managers to recruit other Blacks for manager-
ial positions.

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

102

they formed a group to approach the senior white managers about
improving the uompaﬁy's record in hiring Blacks. Numcrous meet-
ings took place during which there was an implied threat on the
part of some Black managers that they would resign if the company
did not take some steps toward improving the number of Black man-
agers. The result of these meetings was the establishment of a
Black recruiter.

Recruiter and interviewer bias has been madec a little more
difficult by federal regulations. The regulations state that the
reasons for rejection of a candidate must be specific, job related,
and must apply only to the applicant. Vague or unsubstantiated
statements such as the following are unacceptable: 'better quali-

fied applicants available" (unless such applicants are identified),

1" '

"personality conflict," "not suitable for our operations,'" and
"personality not suited to departments."

Some of the companies in the study are taking additional
steps to assure that their recruiters and interviewers are not rc-
jecting minorities just because they arc minorities. For example,
Ace Public Utility and Triple A Bank regularly rcview the hiring
records of their recruiters and interviewers.

Although therc have been steps taken to eliminate recruiter
and interviewcr bias, there will never be a totally ijcctive re-
cruiting and interviewing system because it is impossible to de-

N

velop a completely mechanized system with no human involvemtnt

whai socver.
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In sum: wmost of the {irms recruit at some of the well-
known Black colleges. The firms also usce other methods of recruit-
ing such as newspaper ads, civil rights organizations, and employ-
ment agencies; howrever, there was little agreement on the best
methods of reeruiting Black managers. In general, the firms, al-
though expressing preferences for managers with business adminis-
tration and engineering degrees, have a large minority of managers
with degrees in the humanities and social sciences. And finally,
it was shown that although the firms realize the importance of hav-
ing knowledgcable, sensitive recruiters and interviewers, in éen—
eral they have not taken any concrcte steps to select qualified
recruiters and interviewers--the job is normally left to the

generally all-white Personnel Departments.

C. Testing policies

Managerial testiﬁg does not seein to be an important part
of the companies' evaluatjon procedures. Only half, Ace Public
Utility and Cousins, Ajax and Century Manufacturing Companies, in-
dicated they use aptitude and achievement tests to evaluate new
managers whether they are colle: -educated or moving up from non-
management to management positions. None of the firms use psycho-
logical tests.

Several personnel managers in Triple A Bank and Aunts
Manufacturing indicated that their companics do not usc teéts

for college graduates becausce they have not found tests to be

helpful in evaluating management potential or qualifications,
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especially with minority managers. Many managers who score high
on tests may not be the besi managers of people und/or the best
decision-makers.

The decreased reliance on tests in evaluating potential
managers or managers is also a result »f Title VII of the Civil
Rights Act of 1964.

In August 1966, the Equal Employment Opporti.. ity Commission
(EEOC) issued the following guidelines on employment testing
procedures:

"The Commission accordingly interprets 'professionally
developed ability test" to mean a test which fairly
measures the knowledge or skills required by the
particular job or class of jobs which the applicant
seeks, or which fairly affords the employer a chance
to measurc the applican.'s ability to perform a par-
ticular job or class of jobs. The fact that a test
was prepared by an individual or organizaticn claim-

ing expertise in test preparation does not, without
more, justifyv its use within the meaning of Title VII.

12
In August 1970, the EEOC elaborated on the testing guide-

lines. These guidelines demanded that employefs using tests have

available: "'data dembnstratimg that the test is productive of or

significantly correlated with impertant elcments of work behavior

comprising or relevant to the job or jobs for which Guidelines

are being cvaluated. "3

In Griggs vs. Duke Power Co., the U. S. Supreme Court

agreed with the Equal Employment Oppertunity Commission (EEOC)

12Grigys vs. Duke Power Co., Nuiber 124-October Term 1970,
p. 9. .

131bid., p. 9.
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position. Chief Justice Burger wrote:

+ + « From the sum of the legislative history
relevant in this case, the conclusion is ines-
capable that the EEOC's construction of 703H to
require that employment tests be job-related com-
ports with congressional intent.

Nothing in the Act precludes the ure of testing
or measuring procedures; obviously they are useful.
What Congress has forbidden is giving these devices
and mechanisms controlling force unless they are
demonstrably a reasonable measure of job perform-
ance. Congress has not commanded that the less
qualified be prcferred over the better qualified
simply because of minority origins. Tar from dis-
paraging job qualifications as such, Congress has
made such qualifications the controlling factor,
so that race, religion, nationality, and sex be-
come irrelevant. What Congress has commanded is
that any tests used must measure the person_ for
the job and not the person in the abstract.

Primarily because of these two reasons, the importance of
testing ma:agers (employees) has been greatly reconsidered by many
firms; however, several giant corporations are still using tests

and strongly support the validity of tests as onme criterion in

selecting managers and workers.

D. Training programs

All of the firms have training programs for employees at
all levels of employment; however, only their management training
programs will be discussed. None of the companies have special

training progr:ms designed specifically to develop minority

managers.

l41bid., pp. 11-12.
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Training programs are normally designed for three types of
managers: the new ccllege graduate who is just entering the firm,
the new college graduate who has been judged a high achiever, and
the non-management worker promotcd into a supervisory position.

The new college graduate training programs attempt to give
the trainee a diverse amount of experience in his first one to two
years with the company. This tfaining normally consists of on-
the-job training and company sponsored classr.om training. Gen-
erally during the training period the trainecs select, or others
select for them, a specialized area in which they will begin their
first non-training career.

The high risk-high reward program is set up for those
college graduates who have been judged as high achievers. They
are normally given higher salaries and more demanding assigiinents.
Aféer a short orientation course lasting approximately two to three
weeks, the trainee is given challenging tasks under the close sup-
ervision of a 'sponsgf" who is normally two management levels above
the trainee. At the end of the first year the trainee is evaluated
by his '"sponsor." 1If the evaluation is positive, the trainee is
retained and is almost guaranteed to make middle management much
faster than the regular college graduates. However, if the eval-
uation is mediocre or negative, the traince is asked to resign.

Ace Public Utility, Triple C Bank, and Ajax and Century Manufac-
turing Companies have this high risk-higl reward training program.

The third training program, whi 1 of the firms have,

is for non-management employees who havc n given the opportunity
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to demonstrate their abilities in handling greater responsibility
and who have demonstrated managerial petentinl by performing their
dutics in an above average fashion. The training program gencrally
consists of the trainces being assigned to a number of manuagement
training programs for various lengths »f time. After the training
sessions, they receive management assignments in the arcas they
previousl: worked in as non-managcrs.

The number of Blacks in these programs is usually quite
low--approximately 2-3 percent, primarily because of racial dis-
crimination. Terman found a similar lack of Blacks in training
programs in his study of twenty firms:

Relatively few Negroes were reported to be in
« + . formal training programs . . . . Except in
companies in which the union seniority system plays
a paramount role in training opportunities, the
selection of a worker for training is based on the
personal rccommendation of his supervisor. Ii most
cases, then, the Negro's immediate supervisor assumes
a gatekeepcr role regarding his admission to training.

Only Ace Public Utility and Century Manufacturing have
established goals to improve the number of Blacks in their train-
ing programs. Century Manufacturing maintains a list of twenty-
five potential managers who are selected from the blue—cdiiar

. . . . . . I
ranks. The company's goal is to include five minorities on the

list, including one femal-.

In conclusion, although most of the firms have three types

15

of managerial training programs, few Blacks participate as traineces.

15Ferman, p. 70.
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The small number of Blacks can be attributed in great part to the
L

negative racial attitudes which exist among white managers. Only

Ace Public Utility, Triple A Bank and Ajax and Century Manufactur-

ing Companies have established goals to increase the number of

Blacks in these p_rograms.16

E. Promotional policies

All of the firms in this study have stressed the fact that
the vast majority of their positions are filled from within. One
manager described the promotional process in his cowmpany, which
is relevant to all companies, in the following way: "Our company
is a paternalistic organization which moves people from very low

- positions to very hirh poritions." In this study, significant
numbers of Black and white managers believe that their companics'
promotional procedufes should be more objective. That large num-
bers of Black and white managcrs would make their companies' promo-
tional policies mure objective is not surprising. Promotional de-
cisions will always have a strong subjective element because people
must make the final decision on who will or will not be promoted.
Caplow put it this way:

The essential element in hierarchic promotion
is that promotion depends on the judgment, and hence
on the good will, of one's superiors. Wherever merit
is appraised by Agencies outside the occupational
framework-~-the market, the critics, or the record
book-~-tl:e judgmenL of superiors is of course quali-
fied by these "objective" factors. But even objec-

tive achievi ent usually requires the active cooper-
ation of occupational superiors.

l(’Ajax Manufacturing has just rccently set a goal to have
Blacks make uvp 33 percent of its various management training
programs. Triple A Bank is now in the process of setting up sep-
arate training programs for winorities in order that they may be
1 trained and advanced faster to middle and upper management positions.
S
[ERJ!:‘ 17Caplow, p. 72.
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While all managers are confronted with the problem of
biased evaluations by their superior(s), Black managers have the
additional problem of racial biases. Thus, in order to reach any
affirmative action goals and thereby have an effective Affirmative
Acticon Program, it is essential for the firms to institute pro-
cedures which would control the level of evaluation bias. How-
ever, only Ace Public Utility has stated officially that it will
take action against managers who discriminate against Blacks.

The company's Affirmative Action Manual state; that if managers

use discriminatory criteria to hold Black employees back, they
will be subjected to the appropriate discipl .nary action up to

and including dismissal depending on the severity of the case.

Ajax and Century Manufacturing's AAP Co-ordinators said that there
is not an officially stated policy to discipline managers who prac-
tice discrimination, but that it is an unofficial policy. The re-

to

maining five companies explained that because it is impossible
measure racial attitudes, they do not consider an individﬁﬁi;g ra-
cial attitude as a valid criterion for taking disciplinary action
or as a promotional criterion. Even Ace Public Utility which, has
an officially stated policy and Ajax and Century‘Manufacturing
Companies, whose policies are unofficial, do essentially what the
other companies do which is to shift the bigots to a position
where there are no or cnly a few minority employees or to just

put up with them. However, many Black managers in this study

cited cases where Black: were fired or reorganized out of their
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companies because of "militant" attitudes in the opinions of the
whites, i.e., their speaking up about discriminatory company
policies. Thus if you arc a '"militant" Black, watch out; but

if you are a racist white, you rarely need to worry about your
attitudes getting you fired. These companies are not ready to
vigorously and sincerely confront the problem of bigoted white
managers.

Some steps are being taken to bring about an understand-
ing between the races. Ace and Neuce Public Utilities, Aunts and
Cousins Manufacturing Companies, and Triple A Bank have held var-
ious types of management race relations training programs. Ace
Public Utility holds some for incoming managers to orient them
with the company's affirmative action policies and some ". . .
primarily for managers who arc directly responsible for the assim-
ilation of new employces from different cultural backgre:nds into
the work force." 1In addition, Ace Public Utility and Triple C
Bank have sent some of their managers to monagement sensitivity
programs outside of their companies.

The sincerity or priority of the racial understanding
programs of some firms may be questioned. For example, the Chair-
man of the Board and the President of one of the companies strongly
supported the idea of a sensitivity training seminar for all the
managers; however, less than 20 percent of the top management ac-—
tually participated. Neither the Chairman of the Board nor the

President attended the seminar when scheduled. Because of the

poor attendance and a strong protest by the Affirmative Action
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Program Co-ordinator, a sccond one was given with a better
attendance.

In sum: the companies' promotional policies typically
emphasize promotion from within. Generally the individuals'
immediate superiors determine if they .rill be promoted. The
fact that subjective criteria enter into promotional deci: ions,
becnuse individuals must make the final decisicen on who or who
does not get promoted, has made many managers, Black and white,
believe that nore objective promotional systems should be es-
tablished in their companies. Except for infrequent race rela-
tion: training seminars, none of th: companies have taken steps
to deal with white managers whose neg. .ive racial attitu.es fos-
ter unfair evaluations of Blacks.

F. Structures of the companies'
Affirmative Action Prograns

In order to ha&e an effective Affirmative Action Program
there must be an orgaﬁization which is responsible for implementing
the program and assuring compliance. In this section the focus will
be on the structures established to implement the AAPs and the man-
agers primarily responsible for the implementation and enforcement
of the programs.

The Industrial Relations Manager is the person primarily
responsible for Ajax Manufacturing's Aftirmative Action Program.

The Assistant Manager of Installation and the Persomnel Manager

2§ are responsible for Century Manufacturing's prograi.. These mana-

gers have three or four assistants who arve responsible for dealing

ERIC
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with complaints, keeping statistics, filing EFO reports, and re-

vising the program. Bccaﬁbe\ghcse aré’;mall operations, the Af-
—_— -

firmative Action Co-ordinators report directly to the Corporate

Co-ordinators.

Ace Public Utility mas a more :laborate structure, as one
would expect. The Corporate Vice-President of Personnel, responsible
for the company's AAP, reports directly to his immediate superior,
the President. The mana rs who report to the Corporate Vice-
President of Personnel for the AAP are the Vice-President and
General Manager of each area or regional staff. Each area also
has a regional Assisiant Vice-President of Personnel who is dele-
gated the responsibility for administration and implementation of
the program. In addition, to assist the Assistant Vice-Presidents
of Personnel there is a Corporate AAP Co-ordinator and nine area
and regional AAP Co-ordinators. These Co-ordinators are responsible
for the prepar. tion of AAP documents and compliance reviews, the
investigation of discrimination complaints, and progress revievs.

Finally, there are the Urban Affairs Representatives in
each areca or company branch. These representatives, among other
duties, recruit, select, hire, and place minorities and women.

In addition, they are available to counsel minoritie; and women
and/or their supcrvisors. Their job, basically, is to help the
company in whatever w:; possible to fulfill its affirmative action
obligations.

In order to co-ordinate the activities of all of these

manigers, Ace Public Utility has set up two committecs—-the
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Interdepartmental Personnel Committee and the Interdepartmental
Urban Affairs Committee., The former committee is made up of
middle-upper level managers responsible for personnel matters in
their respective departments. The committee meets regularly to
review and discuss activities related to general personnel matters
and affirmative action.

This committee is chargqﬁ with the difficult resporsibility
to insure that the company's sub-units are complying with the
company's Affirmative Action Proéram.

The Interdepartmental Urban Affairs committee is composed
of personnel managers who are involved in affirmative action and
urban affair activities. The committee meets at least monthly to
co-ordinate activities in these areas.

Triple C Bank's AAP structure i§ ju;t the opposite of Ace
Public Utility's. The manager primarily responsible for Triple
C Bank's affirmative action effort (the term effort is used be-
cause this company dées not have an official program) is the
Senior Vice-President of Personnel. His primary assistant is
the Human Relations Officer. The latter is responsible for the
preparation and handling of compliance reviews, investigating
discrimination complaints, and the progress reviews on the AAP.
In short, he is responsible for the overall program. When this"
manager was interviewed} the writer asked him if he had any as-
sistance in fulfilling his numerous tasks. He said, "Everyone
is my assistant. If I see a problem I tell the parties to

correct it and it is corrected."

ERIC
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.Cousins Manufacturing, Triple A Bank and Deuce Public
Utility bave adopted the positio: that the individuals primarily
responsible for their Affirmative Action Programs are the depart-
ment, division, and, as is the case with the banks, the branch
managers. However, these companies h: ‘e middle level Corporate
AAP Co-ordinators and their assistants who perform various re-
view functions and reporting functions. The Vice-President AAP
Co-ordinator for Triple A Bank has a Black Assistant Vice-Tresi-
dent as his primary assistant. Deuce Public Utility's Corporate
AAP Co-ordinator is Black, who, according to well placed managers
in the company, received the position primarily because of his
family's influence in national politics.

Cousins Manufacturing has a Black Corporate Affirmative
Action Co-ordinator who had several problems when he - first assumed
his position. He was with the firm only one and one-half years
before he became the Cdrporate AAP Co-ordinator, replacing.his
white boss who was §rdmoted. Twenty years prior/mo joining the
company he was a member of the U. S. Amy, retiring with the raunk
of Colonel. Many times during the first six months, white mana-
gers, who would normally consult the C¢ porate AAP Co-ordinator
about a problem, would either consult his boss to seek a solution
to the problem or ask his boss if it would be all right to con-
sult the Black Co~-ordinator! Not only did they b_ :ass him be-
caus¢ of his race, but it is also poscible that they did not have

confidence in him because of his short period of time with the

firm before he took over a responsible and potentially puwerful
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position; yet race is prebably the most important reason.

Aunts Manufacturing's Corporate AAP Co-ordinator reports
directly to the President of the company. He lhias AAP Co-ordina-
tors at all of the large opcrations. The plit managers of the
smaller operations have the primary responsibility for the Af-
firmative Action Program at their operations. This company is
the only company in the study which separates the Affirmative
Action functions from the Personnel functions. Each function is
a separatc entity with its own organizational structure. In ad-
dition, it is the only company which has the AAP Co-ordinator re-
porting directly to the President. There are several advantages
to this type of setup. First, the AAP Co-ordinator is the repre-
sentative of the President and everyone knows that when he speaks
he is spesking for the President. Second, the Affirmative Action
Department has its own budget; thercfore, it does not have to com-
pete for funds not only with other departments but also with spe-
cific groups within a department. A third advantage is independence:
the Affirmative Action Department is an "outside" investigatcr of
personnel problems——if is not comprised of personnel people inves-
tigating personnel practices.

Although there are various AAP structures--féom the very
well organized and structured of Ace Public Utility to the very
unorganize! and unstructured of Triple C Bank--none of the firms
have taken any steps to assure that all of the managers, cspecially
the white managers, who are primarilyvinvolved in the arca of af-

firmative action, arce cvensitive and committed to the ideaof cqual
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opportunities for all. Generally the managers are rotated into
those positions without any prior evaluation of their racial at-
titudes or their ''qualifications." 1In addition, these positions
are generally filled by individuals who are ineffective in other
jobs. 1In short,.these positions are frequently looked upon as
undesirable, dead end jobs for incompetent managers.

One should not conclude that Black managers in these
programs should not also be carefully evaluated. However, the
crucial problem is with the racist attitudes of the whites, since

they have the real power to bring about changes.

G. Compliance procedures

All of the companies, except Cousins Manufacturing, use
printouts containing information on all of their employees. The
information in the printouts normally gives the age, race, length
of service, sex, and salary of every employee. Triple C Bank and
Aunts Manufacturing have additional information on educational
level and date and percentage of last raise.

Triple A Bank described the rationale for the computer
printouts in this manner:

Computer reports are made so that profiles can
be drawn to determine which Division, District,
Branch or Department is meeting the requirements.
Similar reports showing the placement of every
employee help us determine whether minorities are
being under-utilized in any job categories. It
also gives us accurate feed-back and the ability
to audit the degree of compliance with the bank’s
equal opportunity policy. .An additional computer
report enables us to audit the upgarde advance-
ment of minroities from the list of all employees
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by grade and the date reaching that
grade.18

The various types of reports required by each firm are

siiown in Table 3.

TABLE 3

AFTFIRMATIVE ACTION REPORTS
REQUIRED BY THE FIRMS

Type of Reports Names of Companies
Requiring Reports

EEO-1 Annual Report to the
Government T A1l

Monthly Minority

Progress Report Ace, Triple C, Aunts,
Triple A, Ajax, Century,
and Deuce

Annual Supcrvisory and
Management Summary Cousins, Aunts, and Ajax

EEO-1 Employment Data ‘
(Semi-annual requirement) Ace, Cousins, Aunts,
C o Triple A, and Ajax

Quarterly Overall Minority
Employment Summary ‘ Ace, Cousins, Aunts,

Triple A, and Ajax

(uarterly Supervisory/

Management Summary Ace, Cousins,. Aunts, and
Ajax
Quarterly llard Core Summary . Ace, Cousins, and Aunts

187his quotation comes from p. 3 «f a short affirmative
action statement put out by the company.
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Many of these reporting procedures, while they could be
useful in measuring their companies' progress toward more equal
and efficient employment of Blacks, are somewhat meaningléss since
there are no goals to reach and timetables to meet. In addition,
there is a general fceling among many 3lack and some white managers
that these reporting procedures are more for show and public rela-
tions than for compliance checks. For example, in reviewing one
company's AAP printout the writer asked the AAP Co-ordinator to
assist him in interprcting the data, but the Co-ordinator was him-
self unable to interpret the printout.

In sum: it is evident that Ace Public Utility is the only
company in this study which has taken the time to develop an elab-
orate, well defined, constructive Affirmative Action Progfam. It
is also evident that Triple C Bank has not decided, as of yet, to
face the fact that in order to assurc Blacks equal employment op~
portunities, affirmative . teps must be taken. Most of the Affirma-
tive Action Programs of the remaining companies are in between
these two exircmes. Scveral are taking a few steps forward in
providing Blacks with equal opportunities and the remaining are
still not convinced that the requirements of the laws must be met
sooner or later, thus not really attacking the proble&s of employ-

men discrimination.
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Why the Companies' Affirmative Action
Programs Differ: Intrc.uction

In the previous section it was noted that such factors as
governmental laws and pressures, civil rights groups' activities,
internal pressures from Black employees, and company "commitments"
have all shaped the formulation and implementation of Affirmative
Action Programs. 1In this section these factors will be evaluated
in more detail in addition to such factors as the riots of the
1960's, the companies' characteristics, i.e., type of industry and
products and locations, the companies' views of what constitutes
measures of success in equal employment, problems anticipated by
the companies, and "key" personnels' attitudes and influence on

the companies' policies.

A. Government influence

Many students of minority employment have pointed out that
the primary motivating force behind the employment of Blacks in
corporations has been governmentai laws and regulations. The
firms in this study have been subjected to more than ten Execu-
tive Orders since President Roosevelt issued the first Executive
Order (8802) in 1941 prohibiting racial discrimination in employ-
ment among government contractors.

In 1964, Title VIL of the Civil Rights Act was signed. It
was the first comprehensive equal employment opportunity law ever

rd

passed by Co. jress. This law provided for the establishment of

the Equal Employment Opportunity Commission (EEOC) as its admin-

istrative and enforcoment agency; however, the EROC was given the
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right to conciliate, but not the power to compel employers to con-
form to the equal employment opportunity law. The law provides
that 1f an individual claims an alleged discrimination in viola-
tion of Title VII, he/she may sue after exhausting his rights with
the EEOC. However, in the Spring of 1972, Congress passed a law
giving the LEOC power to bring suits against firms found not in
compliance with Title VII without having to have an employee file

the suit.

This section e2stablishes the enforcement powers
and functions of the EEOC and the Attorney General
to aid in the prevention of unlawful employment
practices proscrib d by Title VII of the Civil Rights
Act of 1964,

H. R. 1746 rctains the general scheme of the
present law which enables the EEOC to process a
charge of employment discrimination through the
investigation and conciliation stages. In addi-
tion, H. R. 1746 now authorizes the EEQOC; in
cases vhere the respondent is not a government,
goverr atal agency or political subdivision to
file a .:ivil action against the respondent in
an appropriate Frderal District Court, if it has
been unable to eliminate an alleped unlawful em-
ployment practice by informal methods of confeor-
ence, conciliation, and persuasion. The Attorney
General is authorized to file civil actions against
respondents that aie govermments, governmental
agencies or political subdivisions if the EEOC is
unable to achieve a successful conciliation.l9

With regard to the passing of H. R. 1746, William Brown,
Chairman of the Equal Employment Opportunity Commission, noted:
Title VIT as originally proposed in 1964 did

contain enforcement powers for the Commission,
but these wer: deleted to assure passage of other

l()Anleysis by the Bureau of Nation:l Affairs, Inc.,
Congrenaional Record, March 6, 1972, Washington, D. C., p. F-1,

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

121

provisions. Thus, from its inception in 1965
until just this year, EEOC labored under the
handicap of no enforcem:nt powers. It is only
fair to say that we intend to usc our new powers
to their fullest and the effect of those powers
on the personnel policies of the nation's em-
ployers should not be underestimated. No less
than a new era of activism in the enforcement
of civil rights law has begun.20

Although the government has not been a strong, consistent
enforcer of its own laws, federal courts have provided a strong
impetus for equal employment opportunities. As the AAP Co-ordin-

ator of Aunts Manufacturing noted:

Concerning the power of low - in retrospect, the
_CDE i P ’

most significant accomplishment toward achieving
EEO has occurred through the federal courts by
virtue of definition and mandate, or threat of

the same, rather than by any voluntary action on

the part of the government. The examples are
too rumerous to mention . . . .21

According to hiw, government actions and pressures have

had the following effect on his firm:

It has been five ycars since the Corporation

identified Equal Employment Opportunity as a new
and important management responsibility and ob-

jective. The concept was acknowledged as carly

as 1963 tthen the company joined '"Plans for Progress.'
owever, it is clear that the Title VII lawsuit at

. .+ in carly 1967 (which is still unresolved),

harging us with violation of the Civil Rights

Act, served as the spur to our declaration of
commitment to Equal Employment Opportunity and

the establishmeat of a corporate function re-

sponsible for directing the implementation of

that comwitment.?2

20rrom a seminar rcport preparced by the Affirmative Action
Program Co-ordinator of Aunts Manufacturing Company, p. 5. °

2l1bid., p. 7.

221bid., pp. 7-8.
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Put another way, the govermment is making the cost of dis-
criminaticn greater than wmost companies can afford and/or are
willing to pay. A most notable exs ple of the costliness of dis-
crimination is the EEOC case filed against American Telephone and
Telegraph which vas finally settled in mid-January 1973 at a cost
of 38 million dellars. This $38 million does nct include millions
of dollars for legal, administrative, and mana; cment costs.

Triple C Bank increased its employment of Dlack female
managers in 1971-72 by 120 percent (17-37) and white female man-
agers by 36 percent (1,325-1,801). This increase took place after
a suit was filed against the company alleging sex discriminatioun.

Finally, as Chapter LV will show, the firms in this study
only began to make more than token efforts to employ Black mana-
gers in 1967 when the implications of Title VII begaﬁ to be réalized
and understood by the business community. In short, governmental
laws and regulations have been one of the mostlimportaut factors
in making firms develop programs to assure that Blacks have cqual
opportunities; however, the programs developcd by these firms are
quite diverse, indicating governmental pressﬁres are having more
effect on some firms than on others. Thus, other reasons are

needed to explain tle differcnces in the companies' employment

policies towards Blacks.

B. Social pressurcs and riots

The federal government did not toke the imitiative to

assure Blacke cqual employment opportunr’ les witiout ovutside
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pressure. President Roosevelt issued the first Executive Order
after Black leaders agreed to call off a threatened march on the
nation's capital. The passage of the Civil Rights Act of 1964
can be directly attributed to the social pressures on the govern-
ment from Black civil rights groups a1 ! their white allies. As
John E. Means wrote:

"White America, with few exceptions, was little

interested in ameliorating the lot of the Negro

or in gaining a more sympathetic understanding

of his needs." Only through militant action was

better economic opportunity for all minority

groups to be gained: by demonstrations, protest
meetings, mass marches.23

Probably cue of the strongest social pressures which made
many urban corporations take stcps to increase their Black employ-
ment in the mid and late 1960':s was the urban riots.- In this
study, a substantial number of the Black and white managers be-
lieve that the riots of the 1960's had a positive effect on their
companies' employment policies toward Blacks when they were asked
the. specific question: How do you believe the ghetto riots of the
1960's affected your company's employment policy for Blacks?

As Tabie 4 shows the Black managers believe the riots had
a much stronger effect on their companies' employment policies
than the white managers.

Whether the riots had a positive, negative, or no effect

on these companies' employmeni policies depends on how the managers

2330hn E. Mecans, "Fair Employment Practices Legislation and
Enforcement in the U. 6.," in Leuis A. Ferman, et al., Negroes and
Jobs (Ann Arbor, Mich., 1968), p. 459.
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personally perceived the situation. Tor example, in Ace Public

Utility the ricots signaled a need to its management that the

TABLE 4

EFFECT OF RIOTS ON THE COMPANIES'
EMPLOYMENT POLT( ES

Type of Effect Black Managers White Managers
(N=116) (N=156)

Tremendously-Positively 35 % 5 %

Positive Effect 27 37

Awareness-Positively iO 20

No Effect-Negatively 10 2

Affected Only Nou-lManagerial

Positions 4 0

No Effect-Positively 4 16

Indi ectly-Positively 1 10

Negative Effect 1 ) 2

Don't Know . 8 8

Total 100 100

company must put forth greater efforts in the employment of Blacks.
In Deuce Public Utility the riots did not trigger any significant
positive response from the management to change their employment
policies with regard to Blacks. Somc of the typical responses of
the managers follow. .

A white lower level banker in Triple A Bank described his

opinion in this way: "They affccted everyone's attitude. There
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was a realization of the problem. It was an unfortunate way to
do it, but it helped. The country has always been violent."

A white middle level manager in Cousins Manufacturing
commented: '"The riots spurred them (the company) on. I'm sort
of glad they happened. They brought to attention the fact that
they (Blacks) weren't going to wait around. They mude whites
realize the frustration and desperation of the Blacks in the
ghetto."

A lower level Black manager in Triple C Bank: ''They
helped a great deal in hiring aspect but not in promotion aspect.
The onl, thing that helped in promotions was an actual confronta-
tion."

Two contrasting views of a white lower level manager and
a Black lower level manager from Triple C Bank are as follows:
The white manager said, '"'They affected it emphatically. Prior to
this time the bank operated in an 'ivory tower' atmosphere. This
avakencd them to the decd of these Blacks with regard to jobs,
livingﬁstandards, everything." The plack manager said, 'Thcy
affected it very little. There was no change for the manageriql
level. Therc were some chanzes for the lower levels.r

Thus far it has been shown that both governmental pressurcs
and riots have had extremely mixed effects on the ¢ ~anies' employ-
ment policies for Blacks.

The EEO Co-ordinators in all of the companies, exccpt
Cousins and Century Manufacturing Comp;nies, indicated that their

companics have respoudced to pressures by various civil rights
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groups to improve the Black managers' situation in the corporate
world., It was noted carlier that Triple C Bank made a commitment
to improve their employment of Blacks becausc of pressures by CORE
and other civil rights groups in 1964, More specifically, beginning
in Januvary 1964, CORE, NAACP, and the d Hoc Committec to End Dis-
crimination began a long protracted confrontation with Triple C
Bank., At that time Blacks made up 2.2 percent of the total em-
ployment force of the company and 99 percent of the Blacks were
in the lowest paying, non~muonagerial positiouns. After more than
six months of negotiations and demonstrations, an impasse occﬁrred
between the bank and COLE; however, an agrecment was reached be-~
tween the bank and the Califernia FEPC. However, the only concrete
result of this confrontation was that the bank appointed a well
known Black, with many vears of governmental exp-rience, as its
Tirst Assistant Vice-lresideat, which is a middle level management
position. Aftcer the pfessure from CORE was lifted, the company re-
turned to its previous non-committed policy of employing Blacks.

It was also noted that Triple A Bank established goals
and timetables to hire minorities as a result of pressures from a
coalition of civil rights groups.

In the Summer of 1970, Treasury Secretary David Kennedy
ordered an investigation of Triplé A Bank's minority and fewmale
employment policies after it was named in a civil rights suit
filed by minority and women groups and California Rural Lepal
Assistance.  Although the {ederal revi;w found Triple A Bank's

om; Loymwent policies conmendable, Triple A Bank reached an agreement
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on November 27, 1970, with the civil rights groups to formulate a
hiring program sith timetables which would reflect the population
ratio of the state. The overall goal was to increase their minor-
ity work force (Blacks, Chicanos, and Asians) by 20 percent by 1972.

Ace Public Utility and Aunts Manufacturing Company have made
commitments to various civil rights groups to establish training
programs for minorities entering non-managerial positions. This
outside pressure from civil rights groups, while having an impact
on the companies' Affirmative Action Programs, has had a minimal
effect because there gen«rally has not been continuous pressure on
these firms over a long period of time. Once the crisis is over
and the pressure has been relaned, mo~t firms revert back to their
previous unfavorable cmployment policies towards Blacks.
| The previous cxamples concerned the effectiveness of out-
side pressures in bringing about change in these companies' employ-
ment policies for Blacks. With regard to internal pressures, Ace
and Decuce Public Utilities, Triple A and Triple C Banks, and Ajax
Manufacturing Coapany have been subjected to pressures from their
Black employees.

In Ajax Manufacturing, organized protest by Black workers
resulted in the promotion of two Blacks to management.positions,
the upgrading of Blacks into better blue-collar posi;ions, and a
more detailed Affirmative Action Program. e

In 1970, Triple A Bank, after a mecting between top man-
agement and the Black managers, began to develop innovative methods

to improve the nuwber of black managers in the firm aud their level
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of achievement. As noted before, Triple C Bank set up a position
for a Black recruiter because of pressures from its Black managers.
Finally Acc and Deuce Public Utilities have had a number of meetings
between Black employee groups and management concerning issues of
Yiack employment and their companies' relationship to the Black
community.

All the firms, except Century Manufacturing, have Black

managers organizing themselves. Since these organizations are just

beginning to be established, their irpact on their companies' em-

-ployment policies cannot yet be evaluated; however, one could spec-

ulate that well organized, sustained efforts by Black employees to
assure tha: Blacks are receiving equal treatment, nothing more and
nothing ! ss, will have a great impact on their firms. Seminars
given at the participating firms about the findings of this study
alvays brought out the surprised remark: "We didn't know our Blacks
were dissatisfied with.the company and were forming groups. We
thought we were makiné real progress.'" These companies can no
longer insist that their problems are created by outside agitators
when their own employees are organizing to pressure their companies
into providin:: equal employment opportunities for Blapks.

In concluding this section, it should be remembered that
external and intern. - pressures have had a minimal effect on these
com;anies' employment policies witﬁ regard to Blacks. In general,
these companies have reacted to the immcdiate pressures with a

minimum amount of positive change and then have reverted back to

their previous pruactices or do not take the initiative to improve
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the situation any more than is absolutely necessary. Thus, unless
social pressures are continuous and determined, their success will

be minimal.

C. Industry and firm characteristics

Northrup, et al. argued that the difference between com-

panies in their employment of Blacks can be attributed in part to

the industry characteristics. In this study there are four ser-
vice-oriented firms, the two banks and the two public utilities,
and four manufacturing, non~service-oriented firms. It would not
be unreasonable to assume that service-oriented firms are less
progressive than non-service-oriented firms because of their fear
of white customer reactions toward Black employees, yet on the
other hand, one could expect them to be more brogrea.ive because
of their desire to corner the lucrative DBlack consumér market.
Bernard Anderson wrote: ''The nature of customer markets
gives the telephone iqdustry a strong rcsidenti;l customer orien-
tation much like that in the electric power and gas utilities . .
He continued:
The burden of public contact rested upon the linemén,
meter readers, trouble clerks, and cashiers in the
business office. Because the managers of' public
utility firms were deeply concerned with maintaining
a favorable public image, there was widespread re-

luctance to employ Ne%roes in "nontraditional"
public contact jobs.2

24Bernard Anderson, The Negro in the Public Utilities
(Philadelphia, 1970), p. 54.




Although Anderson was writing about the public utilities industry,
this idca could be applied to the banking industry.

In this study, when the managers were asked if they believe
any of their customers or distributors or management personnel from
other comprmies would feel in any way uncomfortable if they hired
or promoted a Black person into a management position, almost half
of{ the Bliuck managers and one~third of the white managers believe
that some of their customers or distributors would feel uncomfoftable.
1t is interesting to note that a much higher percent of tine Black
managers in the two banks believe that some of their customers or
distributour: would be uncomfortable, compared to the Black managers
trom the olher companies--two-thirds. The probable explanation for
this perception by the Black bank managers is that as Black bankers
they have more extensive contact with the public than de the Black
managers from the other firms; therefore, they have had more exper-
lences which would make them respond affirmatively to this question.
However, the white managers in the two banking firms do not deviate
trom the average.

With regard to the uncomfortable feelings of management
persons from other companies, half of the Black managers and only
one-fourth of the white managers believe that managefé from other
vompanies would feel uncomfortable about Blacks in managcmengfgysi—
tions. Apain the Black bankers answered this question affirmatively
more often than their Black counterparts in the other companies.

In this study, it is clear that in terms of commitment to

cqual employment opportunitices as daronstrated by the companics'
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Affirmative Action Programs, the two most progressive and two
least progressive firms are service-oriented. Thus, in this study,
whether a firm is service-oriented or not does not seem to shape
its inequality of opportunity.

Another industry distinction which exist: in this study
is that Ace and Deuce Public Utilities are regulated monopolies,
while the other six companies are not. A regulated monopoly has
an advantage in that it can pursue equal employment opportunities
as vigorously as it wishes. This is possible becausq/fhey are

|

largely immune from customer retaliation; thus, theyﬂgan hire
Blacks without any great concern over losing their whi£e cus tomers
or they can continue to practice discrimination without any great
concern over losing those customers who favor equal employment of

Blacks. The other firms, on the other hand, can readily lose white

customers who might resent the employment of Blacls or customers

who resent discrimination against Blaclks., Furthermore, because of

their monopolistic ﬁosition, they are morc imitune to the cost of
discrimination than competitive firms.

Anderson wrote the following with regard to the monopolis-
tic characteristics of the public utilities:

Because discrimination, in part, imposes addi-
tional costs on employers, the extent of discrimina-
tion may be related to the degrec of competition in
the market place. All othc¢r things being equal,
non-discriminators may be ¢-.ccted to have a lower
unit cost c¢f production, an- thus, be ahle to enjoy
higher sales or rapid expar_..on. In terms of econ-
omic theory, the non-discrdminator will maximize
profits at a lower unit cost than the firm which
practices discrimiation. TFor this reason, some
economists have stressed the importance of com-
petition and the frec entry into product markets
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as a means of reducing discrimination and
broadening the opportunities for blacks.25

' Affirmative Action

Comparing the two regulated monopolie:
Programs to the AAPs of the remaining six fiir , again it seems
that because they are regulated monopolies does not mean their
employnent of Blacks is cxemplary--Ace Public Utility is the best
and Deuce Public Utility is one of the worst.

Even when one looks at two of the firms in the same in-
dustry, such as the two banks, there is'a.difference. As will be
seen later, these differcnces are due primarily to the manner in
which the management perceives, interprets, and responds to the
pressures working for and against providing Blacks with equal cm-
ployment opportunities.

Thus far it has been shown that for thirty years all of
these firms have besn subjected to pressure by the gévernment re-
quiring them to practice ccual employment opportunity and most
have had external and/or internal social prcssdfe applied to thenm
to practice equal eméloymont. In addition, it was shown that, re-
gardless of the type of induvstry, there are no specific character-
istics which characterize a progressive or non-progressive firm
in the area of cqual employment for Blacks. Thus, there must be

other factors which determinc the progressiveness of a firm with

regard to equal employment opportunity.

25Anderson, p. 8. -
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ffirmative Ac:ion Pro, ram

D, Vicws of vhat ronstitutes a successful
Af

An additional explanation for the existence of various
types of Affirmative Action Programs is that the firms have dif-
ferent concepts of what constitutes a successful Affirmative Ac-
tion Program. Eight of the white managers, five who are directly
responsible for the formulation and implementation of their com-
panies' Affirrative Action Programs, and three of the white mana-
gers who work in the Affirmative Actign Departments were asked
their views on what constitutes a successful Affirmative Action

Program. Six Black managurs were also questioned on this sub-

ject. Two of the Black managers are Corporate AAP Co-ordinators

I

in Cousins Manufacturing and Deuce Public Utility. The remaining
four Black managers are the highe  © ranking Blacks in the affirma-
tive action arca in their companies. There are no Black managers
involved in Personnel or in the area of affirmative action in the
tvo small compunies, Ajax and Century Manufact;ring Companies.

The spocificlquestion these managers were asked was:
Which one of the following would ke considered a major, good,
minor, or no measure of success by your company in a program of

. 26 .
equal employument opportunityv?

265ee Appendix B, pp. 536-537, for the table distribution of
the managers' rcsponses. The categorics the managers were to
rate are: (1) number of Dlack employc:s in relation to the
number of Blacks in the community; (2) distribution of Blacks
through job classification; (3) the income level of the Blacks
in the company; (4) the visibility of Blacks in the company;
(5) job mobility of Blacks in the company; (6) the presence of
Black employees dn the management, technical, or supervisory
levels of the company; (7) the number of entry level jobs that
have been filled by Blacks; (8) other.
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There was general agreement among the Black and white
managers that the job mobility of Blacks in the company, presence
of Black employecs in managcment; technical or supervisory levels
of the company, distribution of Blacks through job classifications,
and population parity should be considere: as major or good measures
of success and that visibility of Blacks should be considered a
minor measure of success.

Four of the white managers and one Black manager consider
the number of Blacks in entry level jobs as a major measure of suc-
cess and three white managers and one Black manager consider it a
good measure of success. There is less agreement between the Black
and white managers on this measure than on any of the other measures.

The second greatest difference between the white and Black
managers is in rating the income level of the Blacks in the company.
All of the Black maragers believe that it should be considered a
major or good measure of suécess, but only half of the white mana-
gers concurrcd. In'fact, four of the Black managers and only one
of the white maiagers consider it a major mcasure of success. There
are several possible explanations for this difference. Many Black
managers, as do many white managers, realize that income is a good
reflection of managerial level and the importance of'one's job;
therefore, the Black manegers consider income level as a good measire
of success of their companies' AAPs. Another explanation will be-
come apparcnt in Chapter VIII. There it will be seen that more

Black managers selected higher income than any other factor as the

most important factor they would Llook for if they were choosing a
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new job. This emphasis on income is due to the comparatively low
salaries of Blacks at all levels of management comparved to their
white counterparts.

The white managers who consider income level as a minor
measure of success could possibly feel that Blacks place too much
emphasis on incomc. One frequently hears white managers say that
they would like to hire some qualified Black managers, but because
they are in such high demand their salary demands arc beyond the
limits of their compauy.27 In addition, because most of the white
manageré, compared to the Black managers, who answered these ques-
tions make a great deal more money and are not so concerned with
their incomé level, it is easicr for them to play down the impor-
tance of income as a successful measure of their companies' AAPs.
This fact is borne out more in Chapter V111l where a majority of
the white managers in contrast to the Bluck managers belicve the
most important factors in their choosing a new .job would be that
the work is interesting and important aund gives a sense of acco::-
plishment.

Several importént points should be made before concluding
this section. The white AAP Co-ordinator for Triple C Bank indi-
cated that reaching population parity with the surrounding commun-
ity and the visibility of Blacks in the company should be considered
good mecasures of success and that the number of entry level jobs

held by Blacks should Le considered a major measure of success.

27Chapter V will show that thi- statement by white managers
] ;

is incorrect. Black manapgers make less salary than white managers
with similar education and work experience.
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However, he indicated that the distribution of Blacks through job
classifications, income level of the Black:, job mobility of the
Blacks, and presence of Black employces in the management, tech-
nical, or supervisory levels should be considered as only minor
measures of success. His views reflect his company's weak Affirma-
tive Action Program and are representat : of his company's leader-

ship.28

The views of this manager are almost completely opposite
from those of the white manager from Ace Public Utility. Signi-
ficantly, Ace Public Utility has the most elaborate Affirmative
Action Program.

The previous discussion peints out that the white AAP
Co-ordinators' views on what constitutes a succes:ful AAP are re-
flected in the companies' Affirmative Action Programs, a case
where ideology and practice comc together.

E. Views of anticipated problems and
probtems whi-h actually occurred

The differenFCS in the companies' Affirmative Action
Programs are also iafluenced by the problems these firms anti-
cipated would occur upon implementing an Affirmative Action Pro-
gram, i.e., if they anticipated numerous problems from various

parties, the companies would develop strong Affirmative Action

Programs; if no problems were anticipated, the companies would

28Note that the white manager who answered the questions
for Deuce Public Utility is a young, lowcr level manager who ad-
mitted that his views differed from tnose of the senior manage-
ment. The writer, from his personal contact with some of the
senior managers, believes their views are quite similar to those
of the scenior managers of Triple € bank, i.e., there are no
problems.

O
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not develop strong Affirmative Action Programs. This seems to
have been the case with these firms, as the AAP Co-ordinators'
responses to the following two questions demonstrate.

What problems did you anticipate prior to the

adoptionr of these minority group employment

practices to be major, some, minor, or no

problem in your firm?

Looking back since the development of your EEO

Program, which of these problems, if any, did

occur? Again, please rate thiem according to

major, some, minor, or no problcm.29

There is general agreement among the Black and white AAD

Co-ordinators that resistance to their companies' AAPs by white
workers was anticipated as some or a major problem; however, there
is less agreement between the Black and white managers with regard
to anticipated resistance from supcrvisors and executives. The
Black managers believe resistance by whites from all -levels was
anticipated as a major or some problem, but the white managers
anticipated it as a major or sume problem only among the workers
and & minor or no prleem amnony the managerial levels. The Black
managers belicve that resistance to their companies' AAPs has ac—
tually occurred at all levels, while the white managcers believe
there has been more resistance from the workers than from the

managers.

29The categories from which the managers could select
are: (1) resistance by white workers; (2) lack of qualified
Blacks to fill availablc jobs; (3) interference with producti-
vity or worker efficiency; (4) community opposition; (5) poor
customer relations where Blacks had to, deal with whites; (6)
resistance by supervisors, resistance by executives, Black dis-
satisfaction with available job opportunities.
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There is general agreement that community opposition and
poor customer relations where Dlacks had to deal with whites were
anticipated as cither minor or not problems and have become cither
minor or no problems. The same is true with interference with
productiyity or worker efficiency.

Lack of qualified Blacks to fill jobs available, while
generally anticipated as a major or some problem by both the Black
and white¢ AAP Co-ordinators, has become a major or some problem
in the opinion of three of the six Black AAP Co-ordinators and six
of the eight white A4 Co-ordinators.

Finally, with regard to anticipated and actual problems,
all six of the Black and four of the eight white AAP Co-ordinators
believe that Blac' dissatisfaction with available job opportunities
was anticipated as some problem and four of the white and three
of the Black AAP Co-ordinator: believe that it has turned out to
be some or a major problem.

Again, when orie looks at the two extreme cases, it is
seen that whether or not a cowpany anticipated problems in moving
their company from a predominantly white male dominated work force
to an integrated work force in terms of race and sex will be re-
flected in their companies' Affirmative Action Progra&——Ace Public
Utility anticipated many problems and thus developed a comprehen-
sive, effective plan and Triple C Bank did not anticipate any prob-

lems and thus did not develop much of a program.
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F. Views of where Affirmative /~tion Programs
meet the most rosistnncq30

It was noted that there is general agreement among the
Black and white AAP Co-ordinators ﬁhat resistance by white workers
was anticipated as a major or some problem and has become some
problem. Thirty-three percent of the white managers in this study
agree that white subordinates would give Blacks unusually diffi-
cult challenges and only 10 percent of them strongly disagiee,
while 57 percent disagree. Thus, the AAP Co-ordinators have some
support for their views about white workers resisting the efforts
of the AAPs.

There is less agrcement between the Black and white mana-
gers with regard to the anticipated resistance by supervisors and
even less agreement with regard to the anticipated rgsistance by
excculives. All of the Llack managers believe that resistance by
whites—--from all levels--was anticipated és a major oxr some prob-
lem; however, the white managers believe that the resistance de-
creased the higher ué tte occupational ladder the manacers are.
And there vas coﬁsiderable disagrecment among the Black and white
AAP Co-ordinators as to where the resistance actually occurred.
These differences exist among the entire sample of Black and white
managers in this study.

Table 5 shows the managers' responses to the question:

At which managerial level do you believe your company's AAP mcets

the most resistance? .

30this scetion deals with the views of all the participating
managers in this study, while sections D. and E. were the views of

official company spokesmon.
——
O
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TABLE 5

ALl WHICH MANAGERLAL LEVEL DO COMPANIES' AFFIRMATIVE
ACTLON PROGRAMS MEET THE MOST RESISTANCE?

Level of Managemoent Black Manag:rs White Managers
(N=116) (N=156)

Lowar Management 25 % 36 %

Middle Management 37 19

Upper Manage nt . 42 18

No Resistance 2 22

All Leve's 5 3

Resistanc * Is Individual 0 3

Don't Know 1 5

Total™ 112 106

*The total percunts are above 100 because some 1 anagers
selected more than onc levcl )

A possible egplanation for thesc differences in opinion
betwecen the Black and white managers is that more than 60 percent
of the vhite managers in this study are middle or upper level man-
agers while more than 71 percent of the Black managers are lower
level manacers. DBecause there 1s a general tendency Lo place the
blawue on the other guy, one would expect the white managers to
select the lowe:r level of management more than the middle and
upper levels of manage: mt. As one upper level manager from Ace
Public Utility said, "We never believe we are the problem; we al-

wavs bcelieve it is the other guy's."
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When managerial level is used as the control variable, the
data show that the Black lower level managers believe there is more
than twice the amount of resistance to the AAPs from upper manage-
ment than from lower management~-21 percent of the Black lower
level managers believe the resistance is most at the lower level
of management, while 38 percent believe their programs meet the
most resistance at the middle level of management, and 44 percent
believe the most resistance comes from upper management! An equal
number olelack middle level managers selected one of the three
levels of management.

An equal number of white lower level managers also sel-
ected one of the three levels of management; however, the white
middle level managers believe the most resistance comes from the
lower level of management, 39 percent, the least amount from their
level, 11 percent, and 18 percent from the upper level of management.

None of the upper level managers believe there is any re-
sistance to their coﬁpanies' AAPs at their level. They believe
their companies' programs meet the most resistance in the lower
level of management. However, four of the AAP Co-ordinators indi-
cated that they had difficulties getting the upper management to
pay more than just lip-service to their Affirmative Action Pro-
grams. One said that he must continuously struggle to get the
senior people to accept any of his programs and once they are ac-
cepted, it is in a watered-down form. He believes that they still
believe that all they have to do is to.make statements and every-

thing will be taken care of.
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Again, the middle and upper level managers belicve the
most resistance comes from other levels of managemc -t because of
a general tendecney to project blame on others, i.e., think that
they do not create the preblems and do not harbor negative racial
attitudes but others do. Twenty percent of the upper level white
managers, 25 percent of the middle level white managers, and 17
percent of the lower level whité managefs believe there is no re-
sistance to their companies' AAPs.

" When company was used as the control variable, it was
found that the Black managers in Triple A Bank and Ace Public
Utility believe that the least resistance to their firms' AAPs
cumes from th upper managerial ranks an' the most comes from the
middle managerial ranks.

Black managers in Triple C Bank believe that their com-
pany's AAP meets thc most resistance from upper management.

The vast majority of the Black and white managers who sel-
ected the lower levei'of management, 67 percent Black managers and
59 percent white managers, said essentially that thcre are many
more Blacks competing with whites at the lower level; therefore,
the whites at that level feel more threatened, fear Blacks more,
and become more antagonistic toward Blacks than the middle and
upper level white managers.

A Black lower level manager in Triple C Bank put it this
way: "Most of the Blacks are hired at the lower level, thus there

is more resistance becausc of the competition. The resistance will

increase as Blacks move up the ladder.”
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Along the same lines a white middle level manager from
Cousins Manufacturing said: "The lower level managers have the.
most day-to-day contact with Blacks. The people at the lower
level have to make the EEO policy work--they are directly involved.
They have a different viewpoint tha: the people at the top."

This fenr of competition was also sighted by the Black
managers as the most frequent reason there is resistance from
the middle level of management.

Most of the white managers who selected the middle level

-

Ph [

of management indicated that they believe middle ﬁanagers are
older and more conservative; thus it would be difficult to change
their attitudes. As ¢ . white upper level manager from Aunts Manu-
facturing said: "At the middle level of management you find an
age level which is less capable of handling change. ‘They are not
interested in assuming additional risks or in jeopardizing their
carcers. Most of them are harder to get at or to be able to
influe: ze." This stéfement about age could also apply to the
upper livel of management where most of the managers are over forty.
Another vhite lower level manager from the samc company:
"There is an innate discrimination of middle management--their own
personal feelings. Older people are concentrated more at this
level. They have never come to accept Black people--they haven't
changed th.oir ways."
Other than the Black managers believing that the resistance

at the upper level of managcment is the greaitest because of the lack

of Black managers at that level and upper management does not want
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to give Blacks real power, there was no reason given morc frequently
than others; thercfore, some of the managers' responses wiil be
put forth in order to give the reader a better understanding of
the reasons why the managers selected the upper level of management.

One white mi:lle level manager from Deuce Public Utility
who selecied the upper level of management commented: "When a
minority gets more power to make decisions they get up-tight.

They believe in affirmative action until it begins to affect them."

A Black lower level manager from Triple C Bank felt the
same way as the previous white manager: "The white man does not
want to sec niggers making major pelicy decisions."

The concept cf Blacks having to be better than whites to
be able to compete was expressed by another Black manager from
Cousins Manufacturing: '"Blacks must be twice as good as whites--
they must be e:xtremely superior niggers to make it to the tog
There are fewer jobs and more competition at the upper level and
they usually give the.brvgk to the white man."

A Black female manager from Deuce Public Utility saw the
reason for resistance in a different way: ‘'When the program was
described to her it seemed more like it was made up just to
pacify the minorities «nd not becausc the company really was com-—
mitted to i prc¢ ag the situation. The company is just trying
to get pecople off their back and they won't really do anything."

A vhite lower level manager from Triple C Bank expressed
the old adagc alvut social intercourse: '"Social discourse comes

in between all large industries and Blacks are not accepted socially
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so they will not be promoted to the upper level of management.'

In general, those white managers who said there is no
resistance indicated that their companics are really comnitted to
affirmative action. However, there were several white managers
who indicated thc;e is no resistance to their companies' AAP but
they made comnments similar to the following one made by a white
upper level manager in Cou-ins Manufacturing: "It doesn't meet
resistance at any level; As the Black people: push they will
create their 6wn resistance. It is entirely possible that there
is more subconscious resistance now than there was ten years ago."

As one can clearly see from the responses of the managers,
although there is a differcnce between the Black and white mana~
gers' views as to which level put up the most resistance, their
reasons for selecting the different levels are quite-similar. The
most cunsistent theme throughout these responses is that as Blacks
move up the occupiitional ladder and begin to compete with white
middle and upper level managers the resistance at these levels
will increase because Blacks will pose a new threat to their

positions.31

G. 1Individual managcers as an explenation for the difference
in the Affirmative Action Programs of these companies

It has been shown that the major differences in the Af-

firmative Action Programs of thc¢re companies cannot be attvibuted

3lgee Appendix B, pp. 539-541,. for the frequency distribu-
tion of all the reasons the managers selected the various levels
of managcment for providing the nmost resistance to affirmative
action cfforts.
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to any specific external and/or internal pressures, thus the writer
believes the differcnces in these programs cav be attributed primar-—
ily to how the top management interprots and reac!'s to pressures
to provide equal employment opportunities. As Quay said: '"The
specific policies of corporate management not only adapt to the
social, eccnomic, and political climate, but vary according to
particular managerial desires, inclinations, and insights."32

It became quite clear to this writer that Ace Public
Utility has made substantial progress in hiring Blacks since 1968
because a young, senior level manager responded to pressures to
provide Blacks with equal employment opportunities in a positive,
progregsive manner. When he was appointed Vice-President of Per-
sonnel, in 1969, he took aggressive steps to develop an elaboratc,
effective Affirmative Action Program whici. antic’vated many of
the more recent governmental regulations dealiug with equal ewm~
ployment opportunities. His ability to get the support of the
President and to deVgIop a loyal, aggressive staff has been a major
factor in the company's progress. |

In contrast to the senior managers in Ace Public Utility,
the Corporate Personnel Vice-~President and top leaderchip of
Triple C Bank have rcacted in most cases in a very defensive,
negative manner. At a seminar conducted by the writer, the Per-

sonnel Vice-President was very defensive about the negative views

the Black managers in his company have about the company's

32yilliam A. Quay, The Negro in the Chemicel Industry
(Philadelphia, 1969), p. 1.
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employment policies. He questioned the validity of the number of
managers whno participated in the study and the selection procedure
which wias used. Another Vice-President in rescarch peinted out
to him that many of the Black managers the Corporate Personnel
Vice-President participated in the study, and that a relatively
large percentage of the company's Black managers were interviewcd.
He al:o noted that the company sclected the managers through a
random sclection procedure,
N

In January 1973, the writer met with a group of the
bank's personncl managers to discuss a survey of all the bank's
employces. This "in: house" survey found that the vast majority
of their Llack cmployees lecoked unfavorably on the company's
employvaient polic’ s }owards Blacks. Their study al<o indicated
that white ermpleyecs of 270 levels believe Blesks are getting
more than a falr break in emply yment opportunities. Because the
white managers in all levels of management at Triple C Bank be-
lieve that Blacks ura'alrcady cetting more than equal employment
opportunitie:, they are inclined to react in a very defensive,
negative manner toward external and/or internal pressures to make
Black employment opportunities more equitable rather than in a

v

ositive, constructive manncr.
P s

Summary and Conclusions

All of the firms have written Affirmative Action Program-
primarily because of govermnmental laws and regulations. Even

though there has been considerahle pressure on these firms to
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formulate strong AAPs, only Ace Public Utility has an elaborate
AAP with specific goals and timetables. The remaining companies
have not seriously committed themselves to undertake the very
difficult task of formulating and implementing a strong, elaborate
Affirmative Action Program. William Brown, Chairman of the Equal
Employment Opportinities Commission, statced the gencral position
of most of the firms in this study when he said:

Too much of both private industry and the public
has been concerned not with carrying out the spirit
of the law but rather with achieving minimum com-
pliance. Some very ingenious minds, when told that
discriminatory treatment was unlawful, dcvised some
very subtle ways to continue excluding minorities
an: wonen from the better jobs. They created stand-
ards wvhich treated everyone equally on the surface
but which had the effect of disadvantaging and
screening out certain groups.33

Although the firms realize the importance of having sensitive,
objective recrui‘ers and interviewers, nonc of them have de- !'-
oped procedures t. assure th:t their recruiters and intervicu.aers
are sensitive and objective. All of the firms, at one time or
another, have recruited at predominantly Black schools. There
was no general agreement among the fir:s with regard to which re-
cruiting procedures wvere the most rewarding.

In reference to training, only Ace Public Utility has set
goals and timetables for the number of Blacks to be included in

their training program. Overall, Blacks generally itake up 2-3

percent of all the management trainees in the participating

33William M. Brown, "The EEOC's Chairman Com .ents on the
Persistance of Racism,' MBA, Vol. 6, No. 4, January, 1962, n. 161.
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companics primarily because of existing racial attitudes.

None of the firms use psychological tests as an evaluating
procedure for their mansgerinl candidates or for managerial promo-
tions and only four of the firms use achievement and aptitude
tests as evaluating procedures for new management candidates and
none of the compuanies use them as evaluating procedures for man-
agerial promotions.

With regard to promotional procedures, none of the firms
have developad special ¢r effective procedurcs in order to insure
that Blacks are not being <iscriminated against. The Black man-
agers' promotions, as is the case with the white managers', are
generally left up to their immediate superiors to determine which
again puts the Blacks at a disad.antage because of prevailing
racial attitudes among whites.

Finally, Ace Public Utility has st up an elaborate af-
firmative act’ m structure to attempt to assure that the program
is being complicd witﬁ. The remaining firms generally leave as-
surance of compliance up to their line managers. Even though Ace
Public Utility has an elaborate AAP structure, it has not assured,
as the other companies have not, that people who are responsible
for the implementation and compliance of the program are unbiased
and committed to the formal position of the company regarding equal
employment opportunities.

Plainiy governmental pressures for over 30 yecars have been
one of the prime movers in getting fiéns to practiée equal employ-

ment opnortunities for Blacks. Sociul pressures from civil rights
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groups and their w! "te allies motivated gover: wental action and
they have also had some impact when dives ted to specific companies.
The riots of the 1960's were perheps a major force in opening up
employment opportunities for Blacks by the vast majority of tie
Black and white managers in this study. Finally, internal pres-
surcs from Black employees have had an impact on their firms' em-
ployment policies. Industry and type of clientcle had no consis-
tent effect, nor did location of major facilities.

However, what secems to be the most important determiners
of the differences betwecen the Affirmative Action Progreas of the
firms i this study are thé companies' views of what constitutes
a successful Affirmative Action Program, the problems they anti-
cipated and believed occurred u, n the implcmentation of their
progran, and the manner in which key pasoni ! reactéd to the
various pressures placed on them Lo provide equal employment
opportunities.

It was arguéd that Ace Public Utility is the most pro-
gressive of the eight firms because of a dynamic upper level man-
ager vho responded positively to various pressures to improve Black
employment opportunities, while at the other extreme, in Triple C
Bank there wa. no top level manager who intevpreted these forcr«
in a positive, progressive manncey. Thus, one must agree with the
Black munagers in this study that the resistance to affirmative
action is greatest at the top and not vice versa, as the white

managers generally believe.
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In short, the general overall view of this chapter indi-
cates that, except in oune case, the firas in this study either
are not comiiitted to providing real equal opportunities for Blacks
or they do not realize that unless positive efforts are made to
offset the effects of past discrimination, the formal abolition
of present diucrimination will be only of limited benefit. It
is not sufficient just to reiterat: one's commitment to the idea
of equal employment opportunity--a strong, well developed plan
must be for.ulated, carefully implemented, and closely audited
by responsible, sensitive, objective people.
The late Whitney M. Young, Jr., forimer Exvcutive Director
.
of the Nation:: Urban Leaguc, has statad the case thusly:
Neither the Negro nor the Urban League is asking
for three hundred years of preferential treatment
such as white ~itizens have had. We are asking for
only a decade of duvdicated special effort . . .
At this point when the scales of justice are so

grossly unbalanced, it is impossible to balance
them by simply applyin_ equal weight.34

34Qnotod in Aunts Maaufacte ing Company's Affirmative
Action Progra.. Di.cctor's 1972 Annual Report.
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CHAPTER IV

THE PICTURE OF BLACK MANAGERS IN THE PARTICIPATING FIRMS

Introduction

This chapter presents a general picture and comparison
of Black representation in managerial ranks in the participating
firms, and in the general corporate world. It co: :ares the two.
In addition, it will include a short discussion about Black reﬁre-
sentation in the menagerial ranks of federal government to gauge
the extent to which the federal government is following its own
laws regarding equ.:l employment opportunities.

This chapter is primari} descriptive. Most of the evi-
dence to support any assumptions made in this chapter will be re
ported in Chapters V ané VI which explain the patterns put forth

in this chapter. ,

Blacks in C. vernmente' Service

For thirty years the governmcnt has been attempting to
enforce equal-employment opportunities, but has the government
been totally committed to these efforts? One manner in which one
might test the sincerity of the gove:rament is to look at the posi-
tions of Blacks in governmental service.

Samuel Krislov noted that although Blacks make up about

i2 percent of all governmentul employees, they have been relegated,
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until the past few years, to the lowest jobs in th. managerial

and non-manageyr ial ranks. He also noted that those few Blacks who
have made it to higher status jobs arc generally in research or
staff positions directly related to interracial relations rather
than in decision-making administrative and supcrvisory ppsitions.
Although progress is being made{ the progress is very slow:

. + . the Negro is still making slow progrcss in
the higher decision-making echelons of the bur-
eaucracy. The improvements that have occurred
have hardly placed Negroes on a par with white
bureaucrats in terms of distribution in positions
of authority. Negroes still constitute only a
little over one percent of all those occupying a
GS 12 through 18 position, and only 3.4 percent
of those at the 9 through 11 level. They still
constitute 19 percent of all wage board employees
and 32 percent of those who receive less than
$5,000 under other pay plans.l

David H. Rosenbloom writin: on the saiie lines noted:

Federal EEO began to develop three decades ago,
but progress--by almost any measure--has been
very slow. Today, therc is a highly significant
passive under-r-prescataticn of women and members
of minority groups in the upper levels of the
bureaucracy. Thus, as of November 30, 1969,
10.7 percent of all employees under the general
schedule were black, but 21.6 percent of these
were in the lowest four grades and only 1.0 per-
cent of all the emgloyees in the highest three
grades were black.

Krislov's and Rosenbloom's positions were supported by

Clifford Alexander, former Chairman o. the Equal Employment

1Samuel Krislov, The Negro in Federal Employment (Minnca-
polis, 1967), pp. 90-91.

2David 1. Rosenbloom, "Equal Employment Opportunity:
Another Strategy," Personnel Administration Public Personnel
Review, Vol. 1, No. 1, July-August, 1972, p. 38.
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Opportunity Commission, who wrote in 1971 that although the govern-
ment has made '"loud neises" about doing away with discrimination
in its employment ranks, it has not backed up its "loud noiscs"
with concrete action. He noted that the Department of Defense
has been one of the government departments making the most
"noises," but has not translated the'noises" into concrete
action. In his own words:

I looked up the statistics for the Department of

Defense and the Department of the Army after they

made those ncises. I looked at the supergrade

categoery, that is, those who make over $25,000

in the U. 8. government, the G-l6's, G-17's and

G-18's. 1In the Department of the Army there are

362 of them, and there isn't a single black

amongst them. In the Department of Defense

therc are in the supergrades, 1,093 men. Of

that number, three are black, far less than

1.3 pcrcent.3

On June 25, 1972, Ralph Nader issued a report prepared by

the non-profit Public Interest Rescarch Group which claimed that

the Civil Service Commission has done very little to improve the

lot of 2.5 million Blacks, Chicancs, and women in governmental

by

service. The report charged that most of the Commission's suc~
cesses are in the area of public relations and gimmickry rather
than in the area of concrete significant change. Somec-of the major
points of the report follow:
The commisrion through unwarranted delays has
discouraped low-ranking minority empluyees in

the federal hievarchy from using a complaining
system to claim job di:crimination.

-

3clifford Alexander, "Jobs, the Heart of the Problem,"
MBA, Vol. V, No. 5, 1971, p. 7.
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The commission has permitted the Pentagon to
virtually ignore President Nixon's order that
the government take the lead in improving levels
of minority cmployment.

Though the commission appoints a small number of
minority members to "window-dressing” jobs with
high rank, the real power within the agency in
Washington and in regional offices remains with
whites.

When complaints of discrimination are found and
acted on supervisors are often given merely a
slap-on~the-wrist reprimand.

Statistic reports to Congress and the Civil
Rights Commission often conceal what's really
happening. Staristics on minority employment,
for example, mi.. show dramatic improvement, but
they are based upon the almost zero increases
of previous years.

Although the goverament has not made great progress in the
employment of Black managers, Wilensky and Lebeaux have correctly
noted that most of the gains that Blacks have made in managerial
and professional occupations in the past two decades have been in
the federal government as opposed to the corporate world.5 Put
another way, even thdugh governmental progress in the employment
of Black managers is far from being exemplary, when compared to
the corporate world, the government's record is impressive. For
example, while the gover aent has had Black managers for many
years, it will be scen that five of the eight firms in this :tudy

hired or promoted their first Black into a management position in

the early 1960's and none of them had Black managers before 1955.

4ycldom M. Brewer, Behind the ﬁrOmiscS' Equal Emplo:
Opportunity in the Federal Government (Washingtoun, D. C., 19.)

at

5Nilensky and Lebeaux, p. xzxvi.



O

ERIC

Aruitoxt provided by Eic:

‘ & , 156

In addition, in this study, only approximately .4 percent of the
middle level managers are Black, compared to approximately 2.4
percent of those in the federal government. In 1971 there was a
12.5 percent (1,773) increase in the number of Blacks :«.nd minor-
ities in the higher paying goveruﬁght jobs, i.e., salaries be-
tween $15,000 and $40,000.

Blacks in the Participating Firms
and in Industry in General

Since the federal government has not followed carefully
the law of the land regarding equal employment opportunities for
all, it is not surprising that the firms in this study and indus-
tries in general have doue the same.

The firms which participated in this study are far behind
the government in their employment of Blacks, but most -re quite
representative of their particular industry. All the firms are
quitce similar in the fact that they have claimed they have always
been equal opportnwiéy.employers.

Even though all of the participating firms have been sub-
jected to laws prohibiting racial discrimination, even though all
of the firms have federal contracts which subject them to govern-
mental financial constrai :ts, even though the banks and the two
public utilities are governmentally regulated, and even though
all of the firms claim to have always been cqual opportunity em-—
ployers and were members o Plans for Progress and are presently

members of th. National Allisnce of Businessmen, none of them

could substantiate their long time equal employment policicvs. In
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fact, the data indicate that only in the past decade have they made
any worthwhile efforts to practice what they preach. Furthermore,
as was noted in Chapter III, it has only been in the last three
years that some of these firms have undertaken any meaningful ac-~
tion. Table 1 gives the date each company hired its first Black
for a non-managerial position and the date each company hired or

promoted its first Black into management ranks.

TABLE 1

DATES WHEN FIRST BLACKS WERE EMPLOYED

Companies ' Black Managers Black Worlers
Ace Public Utility 1955 1935
Deuce Public Utility 1957 1945
Triple C Bank 1958 1952
Ajax Manufacturing ' 1961 1952
Cousins Manufacturing 1963 1942
Aunts Manufacturing 1963 . 1947
Triple A Bank 1963 ' 1956
Century Manufacturing 1964 1963

In 1955 Blacks represented O percent of the managerial ranks in
these eight firms; in 1967, twelve years later, they representcd
.7 percent; and in 1971 1.9 percent. Table 2 shows the percentage
the companics' total Black managerial émployment increased from

1967 to 1971 and it also shows the increase in the total manager-

ial work force during the same period.
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Table 2 also shows that although the overall growth of
the companiecs' managerial work forces between 1967 and 1971 has
varied from a low of 8 percent for Aunts  i.mufacturing to a high
of 49 percent for Triple A Bank, all of the companies have in-
crecased their Black managerial forccé between 100 and over 300
percent during the same peri..d. These increases might seem to
be phenorenal; however, it should be remembered that the com-
panies had very few Black managers in 1967. Thus, even in 1971
after these phenomenal percentage increases occurred, Blacks
still represent only approximately 1.9 percent of the managerial
forces of the eight firms.

Six of the eight companies described their growth as rapid
and their increase in cmployment as substantial since 1960; there-
fore, i the fims had begur to practice equal employment over
the past twelves years, the numbers of Black managérs should be
nuch greater. Thus,'eyen in a brisk labor market when increasing
the Black mAhagurial work force would create less opposition by
the white employees, Blacks will not be provided with more oppor-
tunities unless the firmé are committed to equal employment op-
portunities. In short, expanding labor markets and the increasc
in the employment of Blacks, especially in manajerial positions,
do not go hand-in-hand.

The small number of Black managers in these firms is cven
less excusable because, except for Aunts Hanufacturing which has
50 percent of its plants located in arcas vhere Blacks make up

less than 1 percent of the population, the remaining firm  are
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located primarily in the Los Angeles area which has a Black popu-
lation of 17 percent and the San Francisco Bay arca which has a
Llack population of 12 percent. Furthermorc, thesc firms are
located in the state which leads all other states in the number
of Black students enrolled in college--72,000 or approximatcly
10 percent of all Black college students are attending one of the
best college and university r}stéms in the nation.

These firms are quite reprecsentative of their industries
and tue corporate world in general. VYor example, in 1966, when
the Equal Employment Opporvtunity Commission began to require
statistics on the number of employees for cach ethaic group from
firms with 100 or more employces, the banking industry reported
that out of the 98,894 managers, officials, and professionals,
only 426 were Black. Bla-ks constituted apprnximately .4 percent
of the banks' managerial forces. This is gquite similar to the
banks in this study.

With regard CD.LhQ gas and electric industry, the Lqual
Employmaent Opportunitigs Commission wrote in their 1967 Annual
Report:

Based on a review of the LEO-1 data for 19606
and 1967, rcported by nineteen national industries
employing half a million or more workers, the
utilities irdustry must claim the questionable

distinction of being the leader in exclusion of
BYack workers. In 1966 in a Northern metropolitan

6Armand J. Thieblot, Jr., The Reeyo in the Banking
Industry (Philadelphia, 1970), p. 27.
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area, for example, Black people made up 15.8 per-
cent of the employecs in all industries reporting
but only 1.4 percent in reporting utilities. Over-
all, Blacks held only 3.7 percent of all jobs in
the industry; one in every two utilities establish-
ments--elec:ric, gas and combination companies--
employed no Black people in any job whatever. And
to an cven greater extent than most other industries
EEOC has examined, those Blacks who are employed

in the utilities industry are concentrated in the
lower-paying jobs: 20 percent are service workers,
25 percent are laborers and 25 percent operatives.
At the upper strata of employment, they represent
only 0.6 percent of sales workers, 1.4 percent of
professionals, and 0.2 percent of all officials

and managers; among all Negroes employed, only

one in 200 is in a managerial position.

Again this is quite similar to the gas and electric utility in
this study.

In 1969 a U. S. Labor Department report indicated that
there were 118,000 Black salaried executives . -t of a Black wo;king
force of 8,169,000, In other words, Black salaried executives
represented 1.4 percent of the employed Black worl. force. White
salaried executives, on the other hand, accounted for 8 percent
of the white labor fofce. Calculated another way, Blacks make up
only 2.2 percent of all salaried executives while they constitute
10.7 percent of the entire working population.

From the previous data it is clear that the firms in this
study are quite similar to the corporate world.

Except for Cousins Manufacturing, the writer was able to
obtain data on the length of service‘of all the Black managers

in the companies. Many Black managers,.especially in Ace Public

7Equu1 Employment Opportunity Commission's 3rd Annual
Report, 1967, p. 26.

8U. S. Department of Labor, "Employment and Earnings,"
Vol. 16, No. 6, December, 1969, p. 23.
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Utility and Aunts Mavufacturing, did not start out as managers

when they were employed by these firms but were promoted from
non-manag:rial to managerial positions; therefore, their leagth

of service must be taken into consideration when noting the dates
the companics first hired Black managers. These data give clear
indications of when the companies began to make a little more than
token efforts in employing Blacks into management positions. Table
3 shows the length of service of all the Black mana, :rs in these

companies.

TABLE 3

LENGTIL OF SERVICE OF ALI, THE BLACK MANAGERS
IN THE COMPANIES

. . %
Companies Number Years in Service
of Black Mean  Median @ iode Ran;-e
Managers Year(s) Year(s) Yecar(s) Year(s)

Ace Public Utility - 508 13 11 1 1-36
. (54)

Triple C Bank 114 7 4 2 1-20
(21)

Aunts Manufacturing 76 7 5 4 1-25
(12)

Ajax Manufacturing 3 7 6 NORE 6-12

Century Manufacturing 2 7 NONE NONE  6-7

Deuce Public Utility 37 4 3 2 1-20
(11)

Triple A Bank 47 3 - 2 1 1-8
(11)

Cousins HunufacLuring** 14 3 3 3 1-10
(6)

*Al1l figures are rounded to Lhe ncarest year.

**phata is only for the managers whe participated in this study.
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With regard to only those managers participating in this
study 45 percent of ti. Black managers have four or less years of
service with their companies, compared to 9 percent of the vhite
managers. In addition, 83 percent of the Black managers, compared
to only 26 percent of the white managers, have ten years or less
of service.

When manégerial level was used as the control variable,
it was found that 71 percent of the Blacks in middle management
positions were with their firms less than eight years and 38 per--
cent were with their firms less than four years. This compares
with 15 percent white middle managers with less than eight years
and only 6 percent with less than four ycars of service.9

Even though many Black managers have not been with their
firms a long period of time, 72 percent of them, compared to 52
percent of the white managers, have held jobs in other firws which
were directly related to their obtaining jobs with their present
firms. Furthermore, the Zlack managers were employed in previous
jobs much longer than the white managers. This is especially true
of the Black middle level managers.

Table 4 shows the total number of years of relevant vork
experience of the Black and white managers by managerial level.

The fact that Blacks have a great deal of experience
relevant tc¢ their present job in other institutions is suprorted

by their responses to the following questions:

Isce Append ix B, pp. 541-542, for the froquency distribu-
tion of the participating manasers' length of service with their
prescent companics.
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TABLE 4

TOTAL YLARS 0 RELEVANT WORK EXPERIENCE

Some percents «+ cover 100 because cof rounding errors.

Which, if an:, ¢i the following factors helped you attain
your present positioné Tul: 5 shows the managers' res_onécs.

Forty-five perceat - f the white managers, compared to 19
percent of the Llack manzye s, believe experience in their com-
panies was the only Ffactor wi.ich was helpful in obtaining their
precsent positious. In addit:con, almost as many Blacks believe

their educational aci:ievercnl was at icast oune of the factors

helpful in obtuaining their present positions as believe expericiice

in theiry companies vas helpful. -

Years Black Managors White Managers

Lower Middle Lower Middle Upper

(N=84) (x=3%) (N=47) (KN=79) (N=30)
1-4 26 7 3 Z 15 % 3 % 0 7
5-8 29 18 19 6 0
9-12 21 18 13 14 0
13-16 13 17 13 19 10
17-20 6 15 11 19 10
21-24 ) 4 24 9 14 30
Over 24 1 6 2 25 50
Total™ 100 102 101 100 100
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TABLL 5

FACTORS WHLCH HELPLED MANAGERS ATTAIN
THEIR PRESERT POSTTIONS

Factors Black Managers White Mana:ers
(N=1.0) (N=156)
Experience within the Company 60 % 97 %
Experience in another Company 16 21
Lxperience in the Government 7 . 3
Experience in the Military 21 17
Experience in Social Agencies 6 3

Experience in the Academic

World 55 33
Initiative in Organizing the

Company 0 2
Other 26 ‘ 10
Being Black (Previously listed

under "Other") 9 0
Total® i 200 186

*Tne tot.l percentages are over 100 because the managers
could sclect mov.. than one factor.

Nine percent of the Black managers believe being Black
helpced them attain their present positions; four of tiie ten are
middle level managers. As one PBlack middle level manager from
Deuce Public Util ity said, "The company cawe looking for me, 1
had the ckills they nccded, but being Black certainly helped.”
A Black middle level manaser from Triple € Baak said, "L am a

Black banker becausce of the Watts riots. They need Blacks to
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put in braunches in Black communities.” And a Black manager frow
Ajax Manufacturing said, "1 have this position only because 1
nolped lead a protest movenent wiich demanded better treatment of
Black employees and more Black managers. I didn't want it, but
they gave It to me to try te shut me up. Being Black helped."
With specific regard to Black and white middle level man-
agers, only 12 percent of the Bl&ck managers, compared to 47 per-
cent of the white managers, belicve experience in their companies
was the only factor which helped them achieve their present posi-
tions. Eighty-eight percent of the Black middle level managers
believe that expericnce in onc or a combination of the following
positions att;ibuted to their achieving their present positions:
social agencies, government service, military service, professional
positions in academia. Finally, scven of the thirty-four Black
managers believe their expericnce in other companies was helpful,
These data suggost that many of the Bluck middle level managers
have been hired in at ﬁiddlc level positions. A possible explara-
tion for this is that the corporate world is beginning to discover
thet there are many capable, qualificd Black managers who have been
working in governmental social agencies, academic instjitutions,
public oryanizations, ~nd/or their own businesses who are pot.a-
tial management candidates for their firms, Many firms have uscd
these sources to sech white managers for many years, but thicy have
been reluctant to scek Bluck maanagers from the same sources becaus

of tine fires' general lach of desire to have Black manapers.
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Thus far tiae hiring aspects of Black managers in white
businesscs has boen coucentrated on.  Tine following paragraphs
and data will deal primarily vith the promotional aspects--what
types of positions the Blacl managers hold, at what levels, and
at what salaries.

hile most white businesses are slowly increasing their
nunbers of Blacks in lower munagement positions, there ar: still
very few Blacks at the niddle levels of management. Only 19 or
2.2 percent of all tlack maucgers vho represent only 1.9 percent
of all tihe managers in the participating firms are considered wmid-
dle level womagers and a siightly higher percent are considered
lover middle level managers. Put anotiier way, only approximately
.4 percent of all middle monngement pesitions are filled by Blacks.
Rerenmber the tuivty-four siack nmiddle level managers in this study
represcent approximately 50 percent of all the Black middle level
mainagers in these firms. Jone of the companies have Blacks in the
upper levels of managenc. . and none of them have Blacks o, their
Board of Dirccters.

Thie compunics in our study secm not to be atypical of white

businesses in geuaral. Clivford Alewander wrote in 1971:

fNow, the progress I've tallked about that's been

made by somz New York fiyms in the past years re-
lates to just o certain category of white-collar
jobs. It is often the entry level and the lower
widdle level white-coliar position. The boarxd
rooms still are pretty lily white. n the re-
cent survey of rtie fifty Leading co:porations
by the Race felatiouns Center, it was found that
of 60U nenbers of tae beard, only four vere

Black. 1t alw found that the Poor's index of
Leading vrecutives=-vhich includes those vho
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make the loong bread in these companies--listod
2,522 executives from fifty corporations. Of
those 2,522, not a single one was Blach. Apain,
tie talk far outstripped the purformancu.l

In 1969, Raphacl F. Nevins and Andrew Merryomen wrote:

One receat study shows hat there are cur-
. rently fewer than thirty ilaclk corporate cxecu-
tives earning more thau $30,000 per year.  Due
to what is kuo.a as "the middle management bar-
rier," most Blacks in corporations never rise
above the lower management level.ll

In 1972, Ciharles L. Fields and Evelyn S. Freeman wrote:

Our 1969 article in Thc MBA carried statis-~
tical results from our 1968 survey of 86 Black
MBA's. That group had an average age of 29 years,
and only eight percent earned a salary in excess
of $11,000. Our new sample group of 36 Black
MBA's 1s the result of data gathered from 1970-71.
The average Black MBA in :his study is male, 28
and one-half, marricd, and has an income of
$14,420. He graduated from a traditionally vhite
business school in the Past and has four and o .-
half years of busines: experience. . . .

Looking at our scwmple group, 83.4 percent
graduated from the top business schools in the
country. According to a study by MI'\ Enterpr?ies,
Inc. (cited in the October, 1971 issue of The iBA),
starting salarics for 1971 graduates from the top
schools were In the range of $14,000 to $14,500.
Thus, these Biack HMBA's with an average of four
and onc-half{ years of business expericnce are
earning appreximately the same as new MBA grad-
uates without significant prior business exper-
ience. :

If one assumes that the average A storting
annual calary in 1967 was $11,400 and that the
HBA rec “ved au average annual salary increment
of 10 percent, in 1971 he would have ecamed
$16,704 with four years of cxperience, OQOur

LOatcxander sy pe T

lLRnphueJ F. Nevins and Aadrew Merrymen, "The Scarch for
Black Hanagoment, MBA, Vol. TIT, Wo. 7, 1909, p. 9.
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sample group of Black MBA's with an average of four
and one-half years of experience has a mean Income
of $14,420, vhich reflects a slower carcer growth
pattern and, thus, less income. Tiis §$2,000 (+)
difference leads us to hypothesize that the Black
MBA is sipgnificantly behind his white counterparts.
While white and Black HBA's may receive similar
entry-level salarics, whites seem to be moving
ahend farther and faster. Since promotions by
tit® o carry a more substantial salary increase

thuin one would receive from annual salary incre-
ments in the samc position, it is probable that
limited upward wobility for Blacks accounts for

the difference.l2

Tney found similar discrepaancy between Black and white engineer

T

and lawyers who participated in their study.

Of the €19 Black managers in tlie eight participating firns
in tuis study, there are only two Black managers who earn over
$25,000. Only three eara between $22,000 and $23,999.

In the next chopter the regression analysis will show that
the Black manager witin similor relevant work expericice and edu-
cational achievement make less noney than their white counterparts.
This salary diffe cnce incrcascs as the length of service increasss

:
which indicates that racial discrimination was greater in the past
than in tihe presunt.

The above facts plus the fact that there are fowr Blacks in
the corpoerate world above lower level positions leads ﬁany Blacks
to believe that Blacks have little chance to advance above lower
level management positions. chuhty percent of the Black managers

in thi. study agree or strongly agree that most corporations. have

L2¢harles L. Fields and favelyn €. Frecwan, "Blach Profes-
sionals:  The Gap Is Hot Closing," 64, Vol. 6, No. 4, 1972, p. 78.
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just shifted the point at which they begin to apply discriminatoery
practices againsr thelr Black managers. 7They will hire a Black
but will not allow hinm/her to realize his/her full potential.l3

Some of the representative reasons why the Black managers
agree that the point of discrimination Las just shifted are as
follows.

A Black lower level manager from Triple A Bank: "My
evidence is the nuaber of Blacks with college degrees who are
working in the post office. I also believe that many Blacks
work in 'show-front' jobs."

A middle level Black manager from the same company: '"Blacks
are not allowed to realize their full poteuntial because they ave
hired primarily to deal with Black employces and custor ~rs; there-
fore, thcy are excluded from goneral cowpany activities-—-—-thus
promotions.”

This manager's position was sup, orted by a lower level
Black manager from Triple C Bank: "Blacks are never really pro-
moted on the basi- of strict ability and vork experiecnce--they are
moved up because thcy are Black and how it will look to the public.”

A middle level Black manager from Aunts Manufacturing de-
scribed his own personal experir :ce as evidence from strongly
agreeing that Blacks are not alloved to realize their full poten-
tial: "I nave a B.S. and I am getting an MBA. I went to a good

school and I got good grades. T've applicd for wany management

Bgee Appendix B, pp. 543-545, for the frequency distribu-
tion of the managers' responses and a detailed breakdevn of the
managers' reasons for agrecing or disagrecing with the questions.
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positions that I'm qualificed for and I'm told that I'm doing more
for the company where 1 am so they won't promote me.”

Finally, a Black female who is involved in Ace Public
Utility's AAP said that being in her position it does not seem
liike” the compiny has just shifted its point of discrimination.
However, in her talks with other Black managers many seemed very
frustrated; therefore, she agreed with the statement.

Not only has the advancement of Blacks been limited in the
business hierarchy, but those who have advanced to a relatively
nigh level (for Blacks) are normally put into such positions wiich

are related to the Black "sphere”

such as special markets, indus-
trial relations, AAP Dircctor, urban affairs, community relations,
and persoanel., W. Kirk Jackson, Director of Placemeni and Devel-
opicint at tlanta University, wrote:

The only dent in this wall of discrimination was
industry's c{fort to "capture'" the Negro market with
the institution of "spucial markets," featuring
a Negro athlete sponsoring a product after belting
a home run.lé

Even those Blacks who are not assigned to positions in the
Black "Sphere" but to techanical and professional areas are normally
not put in jobs which are in the direct line of progression for

an exccutive or administrative position., Walter Fogel addresscd

himself to tiils point in the following manncr:

L4y, Rirk Jackson, "Placcment Dircctor,” MbA, Vol. ITI,
No. 7, 1969, p. 6. T
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Male Negro vorkers have been employed in the
office of a large manufacturing plant, but outside
of the line of progression that leads to super-
visory or office mapager positions. A large elecc-
tronics company employed a number of Negro engin-
eers who were involved in technical functions
rather than adninistrative assignmonts that lead
to an exccutive position. In a retail food chain,
Negro women have been hired into cashiers' jobs
but not into gobs that.night lead to a section
managership.l

Quay supported Fogel when he wrote:

Negroes are almost nonexistent in this critical
occupational category, which includes all levels
of industrial management from first-line super-
vision to the very top executive positions and
professionals. Most Negroes in this grouping are
at the first level of supervision, working as
plant foremen in charge of racially mixed work
crews, but probably not directing all-white units.,

14

The. highest managerial levels achieved by
Negro workers are usually in cmployee relations
and scientific research departments. . . . There
is not one Negro in the top management of any major
chemical firm known to the author.

This study supports both of these propositions. The two
highest rai'.ing Blacks in the participating firms are Vice-Presi-
. »
dents in the areca of Public Relations and Urban Affairs who were
hired in 1264 and 1971 in Triple C Bank. Both of thesc individuulé
had exti mely long, di tinguished careers in the federal overnment.

In addition, thirteen of the remaining seventeen middle level man-

agers either hold positions in Urban Affairs and Personnel or

Lyarter Fogel, Labor Market Obstacles to Minority Job
Gains, Iustitute of Industrial Relations, Reprint No. 187 (Los
Angeles, 1968), p. 61.

16William H, Quay, The Neeqro in the Chemistyy Industry
(Phritadelphia, 1969), p. 36.
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pesitions in whicl thedir vork Ly divectly related to the Black
market, i.c., branch manager in a Llack arca or district super-
visors in a Black arca. The remaining four middle level managers
hold professional (techaical) positions which are not administra-
tive in nature.

An excellent case illustrating what happens to Blacks in
busiress was given by Charles L. Fields and Evelyn S. Freeman.

. « . A younrg Blach MBA graduate from a top-rated
business school accepted employment in marketing
with a leading trade convention association or-
ganization. He entered the department along with

two white MBA's with similar educational backgrounds;
nonc of the tihiree had significant prior business ox-
pericnce. Shortly after their initial coupany orien-
tation, the white MBA's were placced on assignments
wherce they interfac:d with clients and had the au-
thority to ccuent deals involving policy decisions
and money allocations. They were also sent to major
profescional association mectings with opportunities
for additional sclf-development., The Black MBA was
utilized primarily with Urban Leaguc, NAACP, and
othier minority-oriented groups. After a period of
time, the Block sought involvement with the major
marketing activities of the organization outside of
a Black orientation., e found that his white counter-
parts began to assume that he was not getting getter
developmental opportunities becouse he lacked real
ability.

When approached with this desire, the manager -
exprc-sed his attitude that as the first Black hired,
it was important for him to initially establish ac-
ceptance by just being seen around. Underlying his
statenments was the fear that business vould be lost
if ¢lients had to deal with a Black.

The department manager would not concede that
he was inhibiting the Black's chances for advancement
by not giving anim toe sa. kind of exposure that
whites enjoyed. How the bBlack HBA is discouraped and
is secking another position wiere he cea maxindize his
abilities and by offered the same kinds of opportioai-
tics that wiiites are given.  Uafortunately, this casc
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is typical. Blacks and wvhites enter as cquals, but
whites goet the expericnce necded for promotions,
vhile Blacis do not.+7

A young Black manager's plight in Triple C Banl has simi-
lar voots. He become a branch manager of a new branch in a Black
cormunity establisihed as a result of riots in three and one-half
years-—an cxtremely rapid advanceisent. After being there for two
and one-half ycars at a salary much lower than his white counter-
parts, after having many of his decisions reversed, after discovaer-
ing that white managers could make exceptions while he could not,
aftcer having believed he had done his job and should have been
promoted, and after w.uting to become a full banker rather than
just a Black banker, he left his form for another one to becomz a
district manager for six branch banks at a salary 40 percent higher
than the one he was receiving. His main complaint about his first
job position was not quly the low salavy and the difficulty in goet-
ting hiy decisions approv¢d, but also the fact that he believed he
would never be a banker for all customers but only a limited Black
barnker for Block customers. He realized there was a need to have
Black bankers in the Black community; however, he believed there
siould be a sufficicnt numb¢; of Black bankers who could be ro-
tated to branches in tine Black communily so that the bankers would
not be restricted in their growth., In the coming chapters nuaer-
ous statements by the Black managers support the storics of this

Bl:dick banker and the LBlacic [BA.

v

J'71-’it,-ld:; and Frecenan, p. 78,
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Tnat Black managers do not have important decision-making
positions is supported by the fact that only 24 percent of the
Black nmiddle level managers, comparced to 58 percent of the white
middle level managers, contrel a budge'. With regard to the
lower level managers, 10 percent of the Black managers and 23
percent of the white managers controlled a budget.

Not only did few Blacks believe they have control over a
budset, but 64 purcent of the Black managaers have only five or
fewer subordinates, compared to 31 percent of the white Mnanagers.
When managerial level is used as the control variable, it was
found that 24 percent of the Black middle level managers had no
subordinates, comparced to 14 percent of the white middle level
managars. Double the percentage of Black lover level managers
had no suborvdinates, compnred to the white lover level managers--
34 percent to 17 perccnt.l8

The virtually non-existent decision-making positions of
Blacks more strikingl& at middle managcment are also subs antiated
by.the following data:

Ouly 59 pcicent of the Black middle level managers, cou-
pared to 25 percent of the white middle level managcré, believe
they have little or no influence over the niring and promoting

policies of their departments ond/or divisions. Therce is little

186, Appendix B, p. 543, for the frequency distribu-
tion of the nuimber of subordinates the #tack and white wmauagpers
Lave, )
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difference between the Black and white Jower level nana
percent of the Black and 36 percent white, respectively.,

Anticipating the relative powerless positions of the BLlack
managers, thoy vere asked the questioa: Do you have the same
power and authority as the wiite managers who held your position
before you?

In respense to the question, 32 purcent of the Black man-
agers, approximately equal percentages from lower and middle manage-
went, said they do not believe they have the same power and author-
ity as the white mnnagers who held their positions before thenm.

In additiou, ton of the Black wanagers said they do not hold posi-
tions that wvere jreviousl: occupied by vhite managers; therefore,
they responded affirmatively. Horce Blacks in Personnel--53 per-
cent-~than any of the other nanagers' areas of worl answerced this
question negatively. In fact, more than a majority of the Black
managers in Persouncl believe they have little or no influcuce

»

over their cowponles' and departments'/divisions®

employment
policies.

The two primary rcasous the Black managers believa thuey
do uotvhavc tie same pover and authority as the white 'manzgers
are: (1) they must provie themselves before they are given the
same power and authority, whercas the vhite managers are given
them immediately; and (2) thelr work is always being choecke: on

19

S5¢e Appendix 4, p. 545, for the freqguency distrilbu-
tion of the wonagers' recponses with regard to cuployrent influenced.
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and they are not given the complete power, authority, and lati-
. e : ; 20
tude that the white Lanagers are oiven,
Considering the fact that most Blacks are in Low level,
non-supervisory positions with little authority and belicve Blacks
are limited to low level positions, it is not surprising that
three out of four believe Blacks are just being shoveased. Twenty-
four percent of the managers believe Blacks are being showcased
S S
becanse they have done what their firms bave asked them to, such
as attend meetings, dinners and confercnces, give speech s, and
nave their pictures taken. Another 21 percent said their companics
need to improv  their images with the public so ‘'wy encourage
Blacks to siowcase. Another 16 percent said they knov of Blacks
in their fimms who have performcd public relations activities
but they huve not done so themselves. And 13 percent said Lhey
, - . : - o o, 21
have been asked to peyvsrm certain functions, but they have refused.
Wiile there is a nigh percentape of Black managers in all
of the various job classifications who agree that Blacks are used
for showcasing purposces by thedr firms, the Block managers in Per-
sonncl and Finance are more likely to agree that this“oceurs than
those in administrative, supcrvisory, and scicentific greas. For
example, 95 percent of the Black manapgers working in banks as louan

and finance officers and 82 percent in Personnel, couparced to 03

205.¢ Appuendix 6, pp. 545-546, for the reasons the man-
agers do not belicve they have the same pouver and authority as
white manazers who held their job before them.
21,
(%4

for agrecing or disagrecing that Blacks are bedny sho.cased.

. : U
ce Appoendin n, pp. 940-54E, for the waagers! reasens
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percent in administration aad 67 percent in supervisory positions,
believe Blacks are used for showcasing purposes.  In short, gen-
erally the bBlach manavers vho are in decision-maliing positious
supervisin, people are less likely to believe that Blacks are
being used for showeasing purpoces than those in Persouncl and
visible non=-supervisory positions such as loun officers in banks.

A Black middle level manager from Ace Public Utility saild
that he believes all managerial jobs are partly public relrotions
fanctions and a Black manager can perform these functions better
in the Black communitics.

Oue Bliack female lower level manapger froa the sume com-
pany helieves that Black nunagers are really powerless, but that
the public is given the impression that they are not: "Firms at-
tenpt to cive thwe public a false impression.  They have a few
Black managoers so they use them for maay jobs., The Black manu-
gers ninht not hawve the power to do anvthing, but the firm attempts
to convey the image Lhét they have all kinds of power."

A Black middic level wmanager from Deuce Public Utility
indicated that his company tries to male him attend all types of
functions; however, he said he only attoends functioens in which he
is allowed to talk about 1he true situation of Blacks in his firm
and he will not attend tiose in which he is supposed to put forth
the firm's point of view,

Because covery time he turns around there is someone with
a camera in his lab vatory takking pleturce of him to publicize the

"

"propress™ placks are supposealy wmaking in his five, a Black

ERIC | -
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wananey fread danta Hanufacturing strongly asrced with this

stoteuenl.

Sunmury and Conclusions

The proscut situation of Slack sanapers in vhite corpora-
tioas is not very hopeful. After thirty years of federal and execu-
tive orders, aftcr ten years of Plans for Progress, after seven
years of Title VIT of tl. Civil Rights Act, and after many years
of preachiug by the corporate world and these particular firms
about their commltment to equal employment opportunities, Black
managers vreprescnt only 1.9 percent of the managers in the par-
ticipatiag firws. It has only been in the past four years that the
corporate world in gencral and specifically the firms which parti-
cipated in thic study have made more than tolon offorts to hirve
and promeote Placks into management positions and this was doune
under incrensing pressure frow the federal goverument, civil rights
groups, and tie riots of the 1960's. The few Black managers who
are cenployed by these firms are generally in low level minagement

positions, generally rvelated to the Black "spherc" and have lictle,

O

if any, decision~making power.
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CHAPTER V

EXPLANATIONS FOR THE PRESENT SITUATION OF

BLACK MANAGERS IN WHITE CORPORATIONS

Introduction

Chapter IV showed that the few Blacks in managerial posi-
tions are primarily in lower level positions normally associated
with the Black consumer market or Black employees. This chapter
reports how the participating managers explain this situation in
their firms and in the corporate world in general.

Tnis chapter is divided into six major sections. The first
section analyzes managers' opinions about the fairness of their
companies' employment policies toward all empléyees, regardless
of race. The second summarizes their explanationé for the sit-
uétion of Black managers in the corporate world in general and
in their firms. The next three discuss these explanationé in de-
tail. The managers' explan: tions can be categorized intg three
propositions: (1) The cultural proposition used almost exclu-
sively by the white managers, (2) the qualification proposition
used much more frequently by the white managers than the Black
managers, and (3) the discriminatory proposition used more fre-
quently by the Black managers than the white managers. The finél
section compares the managers' views of the opportunities available

to Blacks in the corporate world in general and in their firms.
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The Managers' Views of the Companies' General
Employment quicies: Introduction

The three questions discussed in this section were designed
to solicit the managers' views of their companies' employment poli-
cies as they relate to all employees, not their companies' employ-
ment policies toward only Blacks. This was done to see if the
Black and white managers have similar or different complaints
about their companies' employment policies which are not neces-

sarily, but could be, related to race.

A. Agreement with hiring and promoting policies

When the managers were asked: Are you in agreement with
the hiring and promoting policies of this company?, there was a
vast difference between Black and white managers' responses.
Thirty-seven percent of the Black managers and 82 percent of the
white managers responded affirmatively.

Table 1 lists the reasons the managers agfee with their
companies' hiring and promoting policies.

The primary reason the Black managers disagree with their
companies' hiring and promoting policies is that they believe they
are.discriminatory—-or, if the policies are fair, the individuals
responsible for implementing them are not committed to providing
Blacks equal employment opportunities. Only one white manager
disagrees with his company’s poiicies because of racial discrim-

ination.
i)

Ly

Politics (people hired or promoted not on their ability

and merit but on personal contacts and influence) was almost as
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TABLE 1

THE REASONS THE MANAGERS AGREE WITH THEIR
COMPANIES' EMPLOYMENT POLICIES

Reasons Black Managers White Managers
(N=42) (N=128)
Policies Are Fair 41 % 84 %
Agrees With AAP 29 10

Respondent's Experiences,
i.e., He/She Has Been
Treated Fairly 12 0

Agrees With Affirmative
Action For Women . 10 2

Agrees with Policies but
They Need Better Implemen-
tation 7 2

Agrees with Policies in
General but Does not Agree

with AAP 0 ' 2
Other 14 ' 5
Total” 103 105

*Total percentages are over 100 because several managers
gave more than one reason and also becausg of rounding errors.
important as racial discrimination in explaining the Black mana-
gers' disagreement with their companies' employment policies--28
percent. This was five times the number of white managers who
gave politics as an explanation. Here's how a Black lower level
manager in Triple C Banrk described what he meant by politics:
"Individuals are hired and promoted on the basis of who the

individuals know rather than on their abilities." A Black lower
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level manager in Ace Public Utility.said that his company "does not
always put the right man in the right place . . . you have to have
influence regardless of whether you can do the job or not."!
Another area in which there was substantial difference in
view between the Black and white managers is the role seniority
should play in employment decisions. In general, the Black man-
agers want to ae-emphasize the seniority system and the white
managers want to emphaéize it.2

Table 2 lists the reasons given by the managers for their

disagreement with their companies' hiring and promoting policies.

B. Unwritten employment policies

Because an éxtremely high percentage of white managers
agree with the fairness of their companies' employment policies,
it would be expected that an extremely high percentage would ﬁot
belicve there are any unwritten employment policies which realis-
tically affect their companies' employment decisions. But this is
not the case. When the managers were asked the open-ended question:
In general, what are some important policies which are not written
into the formal company employment policies, i.e., practices which
may not be written or discussed but that realistically affect de-

cisions?, only half of the white managers and one-fourth of the

1The second most frequent advice Black managers would give
to other Black managers entering their firms is to be cautious and
aware of corporate polities. This lends additional support to the
view that many Black managers believe politics plays a crucial
role in their companies' employment policies. See Appendix B, pp.
548-549, for the frequency distribution of the advice Black man-
agers would give to other Blacks entering their firms.

2As will be seen later race, not age,AaccountS for this
difference.
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TABLE 2

THE REASONS THE MANAGERS DISAGREE WITH
THEIR COMPANIES' EMPLOYMENT POLICIES

Reasons Black Managers White Managers
(N=72) (N=28)
Discrimination Against Blacks 34 Z 4 2
Politics 28 14
Policies Not Carried Out 13 11

Seniority System Should Be

De-emphasized 13 4
Agrees With Hiring Policies

But Not With Promoting Policies 7 4
Discrimination Against Women 7 0
Does Not Like Testing System 6 4

Seniority System Should Be )
Emphasized 6 14

Disagrees With Selection and
Evaluation Procedures 3 18

Disagrees With Affirmative

Action Program 3 25
Other 3 14
Total* 122 112

*
Total percentages are over 100 because several managers
gave more than one reason and also because of rounding errors.

Black managers said there are none. Table 3 shows their responses.
The most important unwritten policies, as seen by both the
Black (42 percent) and white (21 percent) managers, are in the

area of conformity in dress, physical appearance and attitude.3

3The Black managers’' awareness of the pressures to conform




185

TABLE 3

UNWRLTTEN EMPLOYMENT POLICIES WHICH
REALISTICALLY AFFECT DECISIONS

Unwritten Policies Black Managers White Managers
‘ (N=116) (N=156)
None 25 % 50 %
Discrimination 25 2
Conformity 24 8
Politics 21 10
Informal Appearance 9 12
Individual Biases 7 6
Sex Favoritism For Males 7 1
Blacks Must Not Be Militant 7 0
Affirmative Action Program 3 . 7
Careful Placement Of Blacks 3 | -2
Sex Favoritism For Females 1 3
Other 12 24
Total® 144 125

“The total percentages are over 100 because the managers
could give as many unwritten policies as they believed existed.

A white middle level manager in Cousins Manufacturing made

these comments: '"Some of the unwritten practices are standards

is illustrated in the advice they would give to Black managers
entering their firm. The most frequent advice they would give is
to be themselves and do not conform to the general corporate view
that the only good Black managers are the '"non-militant" "yes"
nigger.
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of dress and personal appearance. Also political viewpoints--
individuals must not be too militant or want to céange capitalism.
There is not enough room for divergent opinions, so if someone power-
ful likes something the others will agree."

A young, Black female manager from the same company said,
with regard to the type of attitudes Blacks must present: "Race
and sex are unwritten employment policies. Females can't reach
high positions and the same is true for Blacks until they start
récruiting more. Blacks can't be too militant or aggrgssive."

An informal dress code and discrimination against women
are seen as unwritten employment policies by a white lower level
manager from Ace Public Utility: "Discrimination in the past
against women. It was not apparent and to many people it was not
an obvious policy because of their conditioning. Realistically
they do discriminate against women. There is also an informal
dress code. Someone who dresses rather bizarrely indicates a lack
of maturity and it would be an obstacle to their promotion to man-
agement. This is a conservative éompany."

A Black middle level manager from the same éompany sum-~
marized the meaning of conformity quite well: "Eve?yone wants a
clean-cut, all-American boy who won't be a problem."

What the responses to the previous question show is that
a substantial majority of the Black and white managers believe
there are a number of unwritten policies which affect their com-~

panies' employment decisions. Many of these unwritten policies,
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while affecting all managers, have a more profound effect on Black

man.gers because of the role race plays.

C. Promotional changes the managers would make

The managers were asked what changes they would institute
in the promotional policies of their firm. Fifteen percent of the
Black managers, and 38 percent of the white managers said they'd
make no changes at all.

The responses of those who would make changes are directly
related to the reasons they disagree with their companies' employ-
ment policies and the unwritten employment policies they believe
exist in their firms. For example, one of the major reasons the
Black and white managers do not agree with their companies' em-
ployment policies is because of the differences in views regarding
the emphasis that should be placed on the seniority system. The
most frequently mentioned change cited by Black managers is to de-
emphasize the seniority system; however, the second most frequent
change cited by the white managers is to emphasize the seniority
‘ystem.

A Black lower level manager in Cousins Manufacturing said
with regard to the seniority system: "The current criteria is
more or less one of seniority--hierarchy of positions. The next
guy in line is entitled to the job irrespecti;e of qualifications.
People should be allowed to be put i; a position of responsibility
on their potential and not after proving they are capable by long
years of service. I would do away with the prior restraints--give

people the opportunity to fail."



188

A Black manager in Triple C Bank put it this way: "The
firm has two different promotional policies--one for Blacks and
vne for whites. Promotions shouid be based on potential rather

~ than on seniority. Blacks in the bank are not as high as they
should be and there are some whites who are in positions above
their capabilities. These positions could have been given to
Blacks who have potential." |

Table 4 lists the changes the managers would make, if
they could, in their companies' promotional policies.

Other than the differences in opinion with regard to the
importance of the roles of seniority, politics and racism in the
companies' employment policies, the Black and white managers gen-
erally would attempt to make the job opportunities more well known,
the evaluation procedures more objective, and the recognition and
preparation of potential managers more effective.

The following statements present some of the managers'
opinions with regard to developing more objective promotional
policies and the role politics plays in promotional decisionms.
What becomes clear in these responses is that the Black and white
managers tend to see the same non-ability mechanisms working in
their companies' promotional systems for all employees.

A Black lower level mamager in Ace Public Utility:
"People get screened out because of their ethnic background, long
hair, etc. I would select more objective evaluation criteria."

A suggestion to improve thePevaluation procedures was

offered by a white middle level mangger in Cousins Manufacturing:
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TABLE 4

CHANGES THE MANAGERS WOULD MAKE IN THEIR
COMPANIES' PROMOTIONAL POLICIES

Changes Black Managers White Managers

(N=116) (N=156)

De-emphasize Seniority 23 % 6 %

None 15 38

Do Away With Politics 15 7

Better Information On Pro-

motional Opportunities 14 8

More Objective Evaluation

Procedures 13 8

Do Away With Discrimination 13 1

“Better Identification And Pre-

paration Of Potential Managers 8 12

Emphasize Seniority 5 12

Give Females More Opportunities 3 2

Fromote On Merit And Not Be-

cause Of Being A Female 2 4 3

Other 4 8

Total® 115 105

*The total percentages are over 100 because the managers
could indicate as many promotional changes as they would wish to
make.

"The company should have an appraisai of the performance, respon-
sibilities, and abilities of the employees by not less than two
department superiors, one might be in personnel. If they only

have one he might be prejudiced, etc., and would not let the

employees advance."
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A Black lower level manager in Ace Public Utility agreed
with the previous manager:‘"The evaluation program should include
written and oral examinations and interviews by people othér than
the individuals' co-workers and immediate superior. The pesple
who do the evaiuations should be in levels above the level of the
individual whom they are evaluating."

A white female lower level manager in Ace Public Utility:
"The promotion policies should be based strictly on an indivi-
dual's merit and ability. 1In the past they'have been based on an
individual's sex. I haven't observed a racial bias, but my sample
has been small. Political factors--what alliances you have--also
play a part.”

And a Black lower level manager from the same company
"The company should give more importance to an %ndividual's per-
formance and not to who you know."

D. Summary and conclusions of the managers' view of
their companies' general employment policies

Though 82 percent of the white managers agree with their
companies' general employment policies, 50 percent of them believe
there are unwritten policies that realistically affect their com~
panies' employment decisions and 62 percent of them would make
changes in their companies' promotional policies. As for the Black
managers, 63 percent of them disagree with their companies' employ-
ment policies, 75 percent believe there are unwritten employment
policies, and 85 percent would maké changes in the promotional

policies of their companies.
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Except for the importance of racial discrimination, poli-
tics and the degree of emphasis that should be placed on the sen-
iority system, the white and Black managers see similar problems
in their companies' employment policies: pressures to conform to
company norms and standards in attitudes, dress, and physical ap-
pearance, and the need for more objective-evalﬁation procedures.

In response ﬁo all three questions almost double the.per-
centage of Black as white managers consider politics as an impor-
tant and undesirable influence on employment policies. A possible
explanation for this consistently large difference is that most
Blacks, because of their race, have been prevented from forming
relationships on and off-the-job with their white subordinates,
peers, and superiors which could be helpful to their carecers.

With regard-to the large difference concerning seniority
between the Black and white managers, the most.reasonable explan-
ation why many Black managers want to de—emphasizé the 'seniority
system is that the Black managers who participated in this study
are very well educated and have finally received the opportunity
to demonstrate their abilities to the business world. They do not
wént to be held back by a senlority system which they consider to
be unfair due to businesses' past closed door pblicy towards Blacks.
This position is suprorted by the fact that’when age ic used as
the control variable for all of the questions dealing with the
managers' views of the seniority system, it becomes clear that
there are no large differences among the Black managers of all

ages; however, the younger white managers are more likely to want
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to de~emphasize the seniority system than the older white
managers.4

A white middle level manager in Ace Public Utilit ; expertly
described what many Black male and female managers and white fe-
male managers would like to see develop in their companies: "There
should be a special accelerated promotional program and development
program set up for nonwhites and women. Now they (the firm's man-
agement) are color and sex blind; thus they are still white male
oriented." The reason the system is still white male oriented,
even though the companies are supposedly color and sex blind, is
because the white male has received great advantages in terms of
experience and seniority due to past sexual-and racial discrimin-
ation. Since past discriminatory practices are hard to change and
most decisions are still made by white males, the white male will
have the advantage. They will promdte the individuals who fit
their images of the most promotéble managers whicﬁ, of course, will
be white males.

One white middle level manager 'in Triple A Bank put it
this way: 'People look for individuals who resemble them; there-
fore if you are different (Black), you are at a disadvantage if

your boss is white which is the case 99.9 percent of the time."

4Note that four of the five Black and white managers
under 30 who would emphasize the seniority system are females.
They believe that many white males have been promoted over them,
even though they are as capable as the white males and have longer
service with their companies.
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The most reasonable explanation for white managers desir-
ing to emphasize the seniority system rather than de-emphasizing
it than Black managers is because they feel their secure, monopo-
listic positions are being threatened by the new competition from
minorities and women. If the seniority system is. emphasized they
need not fear losing their promotional opportunities since they
have served their companies for a longer period of time. 1In thfee
of the large firms which participated in this study, women and
minorities make up more than 50 percent of the employment work
force. Therefore, it is unde;standable that these white managers
would prefer the old seniority system because it gives them an ad-
vantage. Another but less important reason most of the white man-
agers prefer to emphasize the seniority system is that many of
the minorities and women are better educated than they are; there-
fore, these managers feel even more threatened since many of them
are not as educated as their new competitors. It should be noted
that many of these white managers probably feel threatened by any
educated person whether the person is a member of a minority group,
a woman, or a white male; however, the threat from minorities aund
women is newer and of greater potential and therefore of greater
concern for some white managers.

In sum: Except for the few differences just discussed
many Black and white managers see siimilar problems in their com-
panies' general employment policies, which could or could not be
directly related to race, i.e., the employment policies are not

perfectly fair for either whites or Blacks; however, the situation
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is more difficult for Blacks because not only must they put up
with all the unfair inconsistencies in the employment policies
that whites must put up with, but Blacks must also put up with
racial discrimination which makes their situation a great deal
more difficult than the white managers' situation.

How the Managers Eixplain the Underutilization

of Blacks in Industry and the Incidence
of Black Managers in their Companies

As noted in Chapter IV, Black managers represented only
.7 percent of the managerial work forces of the participating
firms in 1967. In 1971 they represented only 1.9 percent of the
managerial work forces.

The vast majority of the Blacks are in lower management
positions. Only 2.2 percent of all the Black managers are in
middle management and a slightly higher percentage are lower mid-
dle level managers. Most of the Blacks who make it to middle man-
agement are either in technical/professicnal positions with no
supervisory or administrative duties or in positions in such areas
as affirmative action, and public and industrial relations which
ave directly and primarily concerned with the Black community.
Lower level Black managers are generally concerned with Black con-
sumer markets and/or deal primarily with Black employees.

The firms in this study are similar to the firms in the
corporate world in general with regafd to the number, managerial
levels, and the types of positions of Black managers. Since the
situation is the same in the corporate world and in the partici-

pating firms, do the Black and white managers explain the situation
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in the same manner, do they place similar emphasis on the explana-
tions, and which of the explanations is the most valid?

The managers were asked: How do you account for the seeming
underutilization of Black managers in industry?} With regard to
their companies, the managers were asked: How do you explain the
incidence of Black managers in your company?

Table 5 lists the reasons given by the managers for the
seeming underutilization of Blacks in industry.

Table 6 shows the responses of the managers to the ques~
tion: How do you explain the incidence of Black managers in your —_—
company?

A careful review of these two tables indicates that there
are three explanations for the present situation of Black managers.
The explanations have been categorized into three major propositionms.

One is that the present situation of Bléck managers can be
explained at least in part by racial discriminatién. Four out of
five of the Black managers and two out of three of the white mana-
gers believe that Blacks have been underutilized in corporations
at least in part because of racial discrimination. There were
three other responses which directly implied that racial discrimin-
ation was the major factor. They were: (1) the companies are
Just beginning to put into ~ffect their Affigmative Action Pro~-
grams; (2) Blacks' lack of awareness of business opportunities
because of past discrimination; and (3) the companies are just

showcasing their Blacks.
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TABLE 5

THE MANAGERS' EXPLANATIONS FOR THE SEEMING UNDERUTILIZATION
OF BLACK MANAGERS IN THE CORPORATE WORLD IN GENERAL

Explanations Black Managers White Managers
(N=116) (N=156)
Racial Discrimination 8 7 62 %
Firms Just Beginning To Practice
EEO 9 13
Lack Of Education 8 30

Lack of Awareness Of Business
Opportunities Because Of Past

Discriminatory Practices 6 6
Lack of Qualifications 5 31
Showcasing 4 0
Different Life~Styles 3 10
Lack of Ambition and Initiative,

Undependable 0 12
Blacks Lack Entrepreneurial

Attitude 0 10
Other 8 3
Total® 127 177

*
The total percentages are over 100 because many managers
gave more than one explanation.
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TABLE 6

THE MANAGERS' EXPLANATIONS FOR THE INCIDENCE
OF BLACK MANAGERS IN THEIR COMPANIES

Explanations Black Managers White Managers
0 (N=116) (N=156)
Civil Rights And Social Pressures .36 % 12 7%
Governmental Pressure 33 12
Racial Discrimination 30 2

Company's AAP, i.e., Fair

Employment Policy 19 50
Blacks Are Qualified 14 21
AAP Just Beginning 10 15

Blacks Are Becoming More
Interested 4 1

Blacks Are A New Excellent

Resourcg 4 5
Lack of Qualifications 3 | 12
Blacks Are Not Interested 1 4
Blacks Are Lazy, etc. 0 1
Other ’ 3 4
Total” 157 139

*
The total percentages are over 100 because many managers
gave more than one explanation.
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Although the white managers feel racial discrimination is
a major explanation for the situation of Black managers in the
corporate world in general they do not believe this is a major
explanation for the situation of Black managers in their firms.
Only 2 percent of the white managers attribute the very low in-
cidence of Black managers in their companies, at least in part,
to racial discrimination, compared to 31 percent of the Black
managers. Fifteen percent of the white and 10 percent of the
Black managers believe there are few Black managers in their
firms because they are just beginning Affirmative Action Programs.

Many of the Black managers believe their firms would not
have hired or promoted Black managers if it were not for govern-
mental and/or social and civil rights pressures. Half of the
Black managers selected at least one of these ﬁactors to explain
the low number of Black managers in their company ; almost one-
fifth of the white managers concurred. As a Black middle level
managers from Aunts Manufacturing said, "The only reason there
are any Black managers in this company is because the government
has to be satisfied."

Thus, while only about one-third of the Black managers
believe racial discrimination is an explanation for the incidence
of Black managers in their companies, many of them believe their
firms have a small number of Black managers because of external
pressures and not because their firms are progressive in provid-

ing Blacks with equal employment opportunities.
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The second most important proposition used to explain the
underutilization of Black managers in industry in general is that
Blacks lack thic necessary qualifications. Fifty-three percent
of the white managers, compared to 12 percent of the Black mana-
gers selected this as at least part of the reason.

This proposition is most frequently used by the white
managers to explain the incidence of Black managers in their
companies. Again very fevalack managers use the qualificatidn
proposition.

That qualifications is the most important proposition used
by the white managers to explain the situation of Black managers
in their firms is not absoclutely clear from the table.

When the white managers say that their firms have fair
employment policies to hire and promote Blacks they are directly
or indirectly implying that the Blacks who are ﬁow being hired and
promoted are qualified and that the reason they were not hired or
promoted before is because they were not qualified. For example,
one white middle level manager in Triple C Bank said, "Our com-
pany has a fair employment policy. The Blacks whom we employ as
managers are qualified. If they were not qualified we would not
have hired or promoted them."

The Blaék managers are saying that there are a lot of
qualified Blacks and their firms should have more. As one Black
female manager in Ace Public Utility said, "Blacks are here be-

cause they are just outstanding managers . . . ."
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The third proposition given, almost exclusively by the
white managers, is the cultural proposition. These respondents hold
that Blacks have different life-styles, lack ambition, are lazy,
and/or lack entrepreneurial attitudes. This explanation was used
much more frequently to explain the underutilization of Black man-
agers in industry in general than to explain the incidence of
Black managers in these companies.

In the next three sections each proposition will be

carefully and critically analyzed.

" The Cultural Proposition

The basis for the cultural proposition stems from the
belief that Blacks are not making it in the corporate world be-
cause they are culturally different from whites, with a distinct
subculture with their own set of values and behaviors. The mana-
gers in this study gave three separate, yet closely related, in-
terpretations of cultural differences. First, Blacks are supposedly
culturally different from whites because they lack strong "entre~
preneurial ethics.”" Second, Blacks supposedly lack initiative,
ambition, and drive. Third, Blacks supposedly possess differc it
dress styles, manners of speech, overall personal mannerisms, and
social mores than whites.

The writer shall first analyze the "éntrepreneurial ethic"
interpretation of the cultural propo;ition. Some of the white

managers believe that because most - Blacks have not been brought

up in an entrepreneurial atmosphere, they have not developed a
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strong interest in pursuing business careers. Nine percent of the
white managers and none of the Black managers selected this inter-
pretation of the cultural proposition to explain, at least iﬁ part,
the underutilization of Blacks in industry. None of the managers

believe“ihat this interpretation of the cultural proposition could
be used to explain the incidence of Black manager; in their firms.

Most Black parents who have attended college in the past
normally pursued degrees in the professional fields such as social
services and teaching rather than degrees in business administra-
tion or the scientific fields. This is evident in this study. In
Chapter II it was shown that the vast majority of the Black parents
with college degrees were clergymen, teachers, lawyers, doctors,
or business owners in Black communities. However, Blacks did not
select social services, teaching professions, and other professions
because they were their personal choices, but oﬁt of necessity.
Blacks realized that a college degree in business.administration
or business-related subjects would not prove practical because of
the white business community's closed door policy with regard to
the employment of Blacks; however, this does not prove that Blacks
jack an entrepreneurial ethic.

When the data on fathers' occupations collected in this
study were collapsed into broader occupationa} categories, it was
found that 27 percent of the white m§nagers' fathers were business
managers at various levels, 18 percent were owners of small or

moderate size businesses, and 18 percent were professionals.

This clearly indicates most white managers come from families



with entrepreneurial backgrounds. -However, 21 percent of the Black
managers' fathers were skilled laborers, 20 percent were ‘unskilled
laborers, 8 percent were railroad dining room waiters, and 6.per—
cent were small farmers. The figures suggest that sons of skilled
and unskilled Black fathers are selecting business careers even
though they have not been brought up in an entrep;eneurial atmos-—
phere. This is because Blacks, especially young Blacks, are fin-
ally obtaining limited opportunities to improve their occupational
status, many of them are breaking away from the unskilled and
skilled occupations of their parents and seeking employment in
the corporate world as managers. One should not forget that be-
cause the Protestant ethic and cépitalistic system so thoroughly
dcminate American society, the vast majority of Blacks have been
inculcated with the entrepreneurial ethic. Blacks have always
baen able to see the vast financial rewards and other benefits
which whites geééive for being members of the coréorate world,
especially members of the managerial ranks, and Blacks have al-
ways had the desire to work and to receive those rewards; however,
discrimination has been the major barrier preventing Blacks from
achieving their goals in the business world. Finally, for Blacks
to survive and progress in the hostile atmosphere which existed
in this country and which still exists, demogstrates that they
have developed the knowledge and expgrtise to become worthwhile
and important members of any institution.

One of the middle level Black managers aptly summarized

this interpretation of the cultural proposition: "There is an
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opinion or myth that only sons of businessmen can make it. There
is an association of Caucasians with the business world and with
the attitude that Blacks can't make it because their fathers never
made it in the business world."

The_second interpretation of the cultural proposition is
that Blacks are not making it in the corporate world, either in
terms of being hired or promoted, because they have bad work
habits, lack initiative and ambition, and are undependable.

Twelve percent of the white managers in the study selected this
interpretation of the cultural proposition as at least part of

the explanation for the underutilization of Blacks in industry.

One middle level white manager in Century Manufacturing said,
"Caucasians are the most ambitious--Blacks aren't interested in
becoming a part of the business world." Another white middle level
manager in Triple C Bank said, "There are a lot of things we take
for granted that we better not take for granted when we bring

Black people to work here. Most of these people are not initially
ready to take on the discipline of a job. The culture and knowledge
are different. We expect certain work habits from the white em-
ployees that can't be taken for granted from the Black employees."

As one would expect, none of the Black managers selected
this interpretation. Only one percent of the white managers sel-
ected this as an explanation for the incidence of Black managers
in their companies.

Randall Collins summarized sociological literature which

discusses ''superior" values of children from middle and upper class

\
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families. This is essentially what the white ménagers in this study
are saying Blacks lack:
Since many of the family patterns which foster such
high aspirations and values are found more widely
in the middle class than in the lower class, moti-
vation for high educational and occupational achieve-
ment is more widespread in middle-~class children,
who are therefore more likely to rise’ into higher
positions or to hold their parents' occupational
level, than are lower~class children to win these
middle-class positions.>

Although the majority of the Black managers in this study
and the majority of Black people in general do not come from a
“superior" family background, Black pride, which has been develop-
ing at a slow but increasing pace since before the Civil War, has
created within the Black community a need and desire to succeed.
This Black pride has created in its own way 'superior" values,
goals, and standards.

Some of the white managers who participated in the study
tend to support the previous proposition. Almost one-fifth said
that some of the good characteristics they have observed about
Black managers in their companies are dedication, confidence,
ambition, and high motivation. In addition, one-fifth said they
do not see any real differences between the Black and white managers.

These "superior" ethics Blacks possess due to the long de~
velopment of Black pride are well illustrated in the Black mana-

gers' remarks to some of the questions such as : What advice would

you give an individual Black person with regard to the best possible

S5Randall Collins, "Employment and Education, A Study in the
Dynamics of Stratification'" (unpublished Ph.D. dissertation, Uni-
versity of California, Berkeley, 1968), p. 42.
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strategy to follow in this society in order té live a prosperous,
free life?, and What would you say is the best way for a young
Black to achieve high'managerial positions in the business world?

In general, the managers suggest that Blacks beﬁome well
educated, develop their skills, set and pursue high goals and
prioritieé, work hard and do their job well, stand up for their
rights and be prOud.6

This counter proposition is further supported in Chapter
VIII by the fact that the goals and ambitions of the Black and
white managers are quite similar. If anything, the Black managers
are more ambitious. In addition, Blacks are much more likely to
select new jobs because of chances of advancement and salary in-
creases than whites who are more interested in the aesthetic char-
acteristics of a job, i.e., its interest and sense of worth.

Thus, even though most Blacks were not £rought up in what
the white managers believe is the negessary cultu?al environment
to obtain "superior" values, goals, ambitions, and standards,
Blacks have developed these "superior" ethics through increasing
Black awareness and pride. Additional support for this position
comes from Goocdwin's study on welfare mothers and poor people.
He noted that there was a very strong desire on the part of wel-
fare mothers and their sons to get a good educatioﬂ and to pursue

a good career.7

65ee Chapters IX and X for a more detailed discussion of
these two questions.

7Leonard Goodwin, Do the Poor Want to Work? (Washington,
D. C., 1972).
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Ferman, et al. put forth a more reasonable argument re-
garding this second interpretation of the cultural proposition:

« « . the Negro is confronted by a restricted
opportunity structure that denies him access--
intentionally or unintentionally--to adequate
jobs, training, education, and housing. It is
not that the Negro does not have the proper goals,
values, or motivations, but rather that these
exist, unlike in the case of whites, within the
framework of an opportunity structure that ren-
ders impossible the fulfillment of these basic
social -dr.ves.

The pattern of the attitudes of the white managers about
Blacks' values and ambitions is ironmical. Some of the Black and
wvhite managers in this study indicated that many whites complain
about Blacks being lazy, lacking ambition, aggressiveness, and
initiative; however, they pointed out that they have heard the
same whites complain that Blacks are too aggressive, too ambitious,
too confident, and too independent. For some whites Blacks will
never have the "right" attitudes--another reason to question the
validity of the proposition that Blacks are not and have not been
making it in the corporate world because they lack initiative and
are undependable and unambitious.

The third version of the cultural proposition used pri-
marily to justify the almost complete lack of Black representation
in the middle and upper managerial levels is that because Blacks
have a different culture which produces different dress styles,

manners of speech, overall personal mannerisms, and social mores,

they would not be able to effectively interact in the higher business

8Louis A. Ferman, Joyce L. Kornbluh, and J. A. Miller,
Negroes and Jobs (Ann Arbor, Mich., 1968), p. 109.
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circles where many major business decisions are made at social
functions outside of work. Ferman stated this cultural argument
in the following way:
Some Negroes may have the adequate technical pre-
paration but lack necessary social skills needed
in the job. The major thrust of this argument is
that Negroes come from a '"different" cultural back-
ground and do not possess the verbal cues of white
middle-class people. Therefore, this "culture gap"
will interfere with the job performance of the
Negro, especially if the job involves extensive
contact with whites.?

In this study two of the Black managers and 10 percent of
the white managers selected this interpretation of the cultural
proposition to explain the underutilization of Black manage¢rs in
industry. None selected it to explain the incidence of Black man-
agers in their firms.

White managers can find support for their contention that a
culturally homogeneous group of managers is necessary for an or-

ganization to function smoothly. Chester Barnard in his book,

Functions of the Executive, suggested that in order for business

“to function smoothly it is necessary to have a homogeneous group

of managers who have the same life-style, culture, values, and
norms, which will make it easier for them to understand one
another not only at work, but at social activities which play an
important part in the business world. There has been some empir-
ical evidence to support Barnard's contention. For example, Sayles

and Strauss noted that 90 percent of the managers in seventy-sii

9Ferman, p. 66.
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large corporations who had their jobs terminaged were terminated
because of personality traits and not because of technical and/or
professional incompetence.1

Vance Packard wrote this excellent evaluation of Barnard's
rationale:

An early rationale for confining executive selection
to a homogeneous group was developed in the late
thirties by telephone executive Chester I. Barnard

in his still widely read, The Functions of the Execu-
tive. Barnard listed as incentives to get executives
to work more smoothly together the possibility of
"communion" and "social compatibility" and "comfort
in social relations." From such concepts he leaped
into the idea that often "men cannot be promoted or
selected, or even must be relieved because . . .

the do not fit," even where there is no question of
formal competence. This question of "fitness" in-
volves such matters as education, experience, age,
sex, personal distinctions, prestige, race, nation-
ality, faith, politics, sectional antecedents; and
such very specific personal traits as manners, speech,,
personal appearance, etc. That was quite a mouthful,
and some believe that whatever his intention, the
statements have had a profound influence in serving

to encourage the WASPs in their conviction that fellow
WASPs make the best colleagues for the executive suite.

11

This version of the cultural proposition must be dismissed
as being invalid because such books as Franklin Frazier's Black °
Bourgeoisie have pointed out that there are many Blacks who have
adopted the life-style, mores, dress style, and manners of speech
of the white mi@dle-class to the nth degree; these Blacks are more

WASP than the WASPs.1? The writer is not saying that this is good

10George Strauss and Leonard R. Sayles, Personnel (Engle-
wood Cliffs, New Jersey, 1960), p. 443.

11Packard, p. 36.

12Franklin Frazier, Black Bourgeoisie (New York, 1957).

-~
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or bad; he is simply pointing out that there are many Blacks who
could fit perfectly into the WASP executive world, except in color.
Furthermore, as Charles A. Valentine has argued, in order for Blacks
to survive in this society they must be bi-cultural.

. it becomes clear that what has been required
for Afro-Americans to sustain coherence and contin-
uity in group life goes beyond divided identity con-
sciousness or awareness of dual cultural systems.
What has also been developed is a measure of double
cultural competence. Afro-Americans must not only
be conscious of two ethnic worlds; they must also
be able to behave with a certain effectiveness in
terms of the standards prescribed by both worlds.
This is a major reason why all images of Black
Americans which portray only cultural distinct-
ness, inconsistency, or opposition to Euro-Ameri-
can patterns . . . are incomplete to the point of
extreme distortion.l3

A. Summary and conclusions of the cultural proposition

Although only a relatively small percent of the white man-
agers selected one of the various interpretations.of the cultural
proposition to explain the present situation of Black managers in
white corporations; overall three out of ten of them selected at
least one of the three iﬁterpretations of the cultural proposition,
i.e., Blacks lack the entrepreneurial ethic, Blacks are undependable,
lack ambition and initiative, and Blacks have a different cultural
background in terms of mores, life-styles, dress, and_;peech. Chap-

ter VI findings will reveal that nine out of .ten of the white man-

agers made some negative stereotype remarks about Blacks and/or

13Charles A. Valentine, Black Studies and Anthropology:
Scholarly and Political Interests in Afro-American Culture
(Reading, Mass., 1972), p. 145.
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agreed with negative stereotypes about Blacks ﬁhich are directly
based on some aspect of the cultural proposition.

Several of the responses of the white managers summarize
the three primary interpretations of the cultural proposition.

A lower level manager from Ace Public Utility: 'Most
industries are basically white. The values and culture of whites
have been an obstacles‘to Blacks-~it is more than just skin pig-
ment. In the past there has been a real bias, this has compounded
this difficulty of values. Most Blacks don't have the necessary
background to assimilate in the white business world. A Black
individual has to be really talented to make it; the difficulty
lies with the average Black."

A middle level manager from Cousins Manufacturing: "Many
of the white college graduates are raised in a cultural world that
has a bearing on their business ability. The énvironment in which
many Blacks are raised doesn't contribute to theif understanding
of the business world."

The main problem with the entire cultural proposition is
that it is used in a racial manner rather than in a class manner
which would be more appropriate. But it cannot even be used in a
class manner because there are numerous variations of life-strles
and attitudes in neighborhoods and even among families. Thus it
would be unfair to attribute specific cultural styles to all mem-
bers of a certain class let alone a race. One could make a state-
ment that generally a poor, uneducated, lower-class, Black ghetto

dweller would not be able to function properly in the corporate
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world because of his/her background, but the same applies to a
white with similar background. Another statement which can be
made 18 that, in general, there are many more similarities iﬁ
culture and attitudes between the various Black and white social
classes than there are differences.

It is not that Blacks, especially those aépiring to be-
come managers, possess cultural differences which would hinder
their becoming a part of the business world, rather because of
white society's racial barriers Blackshave not been allowed to
interact with whites in the business wQ§ld; therefore they have
not been able to demonstrate their integgst, ambition, and abil-
ities to the white business world. Furthermore, it is not that
Blacks are unable to interact with whites because every day they
are forced to do so in this society, but that some whites live
such isolated, sheltered lives that they are culturally disad-
vantaged and psychologically unable to interact with Blacks or
any other group of people regardless of color who are not exactly
like them.

As one white middle level manager in Cousins Manufacturing
said: '"The white community considérs Blacks to be different with-
out really knowing them; therefore, they categorize Blacks into
one group. Their lack of inter-social contact and business con-
tact with Blacks has tended to segregate thea in their own minds."

Valentine expertly states the argument against the cultural
proposition being used as a valid explanation for the present sit-

uation of Black manégers in white corporations. He writes:
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The collective behavior and community life of
Afro-Americans can best be understood as bicul-
tural in the sense that people regularly draw
upon both an ethnically distinctive repertoire
of beliefs and customs and, at the same time,
make use of behavior patterns from the Euro-
Anmerican cultural mainstream. Learning both
cultural systems begins at an early age and
continues throughout life. Patterns from both
sources are of great, though not nessarily equal,
importance in all individual Afro-American lives.
It is not just that Black people can and must
learn about White behavior and expectations as
they grow and move beyond the parental family

or ethnic community narrowly defined. Nor are
we dealing here only with the fact that histor-
ical necessity has forced the Black man bent

on survival to be a keen observer of the White
oppressor. All these things are both true and
important, but they are not the whole story.

Beyond all this, it is also the case that
growing into being an Afro-American person means,
from the beginning, receiving Euro-American
standards, values, habits of thought, and pat-
terns of belief. These come to the Black child
from sources as diverse as the conscious or un-
conscious behavior of Black parents and the sys-
tematic propaganda of the black~and-white or
color TV. 1In spite of everything, for example,
the American dream of comfort, respectability,
and security as rewards for conventional indi-
vidualist effort still stirs the souls of ghetto
folk. This does not at all negate the fact that
each individual is simultaneously exposed to a
clearly distinctive ethnic heritage.

. « Because of the way Euro-American institutions
operate--from schools to emplovment to the housing
market or the court system--most Black people are
prevented from activating or actualizing their
lifelong socialization into White patterns., the
same patterns which so many Euro~Americans easily
use to achieve affluence and ease. Most Blacks
are reduced to peripheral manipulations around
the edges of a system which might have crushed
them entirely long ago if they had nct acquired
and developed such multiple competences as they
could.®

‘ f 14Ibid', p. 33.
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In conclusion, it is sufficient to say first that, in
general, basic similarities far outweigh any observed differences
between Blacks and whites. In addition, there are marked differ-
ences within the Black and white races; therefore, the culturél
proposition as it is presently believed and used by the white man-

- agers in this study is very questionable.

The Qualification Proposition

The qualification proposition uses one or a combination
of the following factors to explain the present situation of
Black managers in industry: Blacks lack education, technical
knowledgé, professional knowledge, scientific knowledge, and/or
experience. In this study this was the second most important
pioposition used by the white managers to explain the seeming
underutilization of Blacks in industry and the most frequent
proposition used by the white managers to explain the incidence
of Black managers in their companies. Also, in general, the white

business community and most white writers who have written about

Blacks in white corporations have used the qualification proposition

as their primary explanation for the dismal state of Blacks in the
corporate world, especially in management positions.15
A white upper level manager's comments from Ace Public

Utility are quite typical: 'My department (engineering) is un-

able to find any colored fellows to hire--they are not qualified.

L¥or example, see: Garda W. Bowman, "The Image of a
Promotable Person in Business Enterprise" (unpublished Ph.D. dis-
sertation, New York University, 1962). Garda W. Bowman, "What
Helps or Harms Promotability?," Harvard Business Review, 42, No. 1
(Jan.-Feb., 1964), 6-26, 184-196. William H. Quay, The Negro in
the Chemical Industry (Philadelphia, 1969). Richard Rowan, The

Negro in the Banking Industry (Philadelphia, 1970).
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We are under pressure to find colored people and minorities and
we would like to get some. There just aren't many colored people
in engineering. I am going to have a terrible time trying to fill
my affirmative action quota. We have one colored summer stud;nt
who I would like to keep, but these people are in great demand

" by other companies too."

Very few Black managers believe that Blacks are not making
it in the corporate world because they lack the necessary qualifi-
cations. The vast majority of the Black managers believe that
Blacks do have the qualifications and are only lacking the oppor-
tunities to display them, whilé a majority of the white managers
believe the opportunities are there but the Blacks are lacking -
the qualifications.

The major problem with the qualification proposition is
that, in most cases it is very difficult to define what is meant
by qualifications, to evaluate qualifications, énd to determine
what qualificaticns are necessary to be Able to pefform a specific
job well.16 For example, some jobs require specific technical or
professional skills and some do not. One does not put a social
worker into a position which requires expertise in chemical en-
gineering. Most people can agree that the social worker would uot
be qualified to deal with complex chemistry problems; however, it
becomes more difficult to determine who is most qualified when one
has a number of chemical engineers to select from and/or when one

has to select managers for non-technical positions.
After one selects a person on such criteria measuring the

specific technical or professional skills needed to do the job, one

161n the first section of this chapter the managers' com-
ments about unwritten employment policies and promotional changes
they would make give strong support to this statement.
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has no assurance that this ménager‘will make correct decisions in
less well defined situations. The selector is basing his/her de-
cision on what he/she expects the person will do, and more spe-
cifically, on what he/she expects the person to do in certain
situations. Another part of judging a person's qualifications,
based on expectations, is how socially acceptable the person will
be. The individual's social acceptability might determine how

well he/she can do the job. If the individual is not acceptable,
it is quite possible that his/her peers, subordinates, and sup-
erlors could make it impossible to perform the job satisfactorily.
In short, it is very difficult to define and evaluate qualifications
and then to determine which qualifications are necessary to perform
the job well.

While it is difficult for white managers to evaluate ob-
jectively the qualifications of other white managers, it is even
more difficult when they attempt to evaluate the qualifications of
Black managers. Gourlay addressed himself to this problem:

Prior to the recent furor over employment prac-
tices, few managers considered themselves discrim-
inatory or irrational and subjective in their sel-
ection policies. Most managers had given very
little thought to the problem but assumed that
they were objective. Certainly, few Northern
businessmen have justified, refusal to hire qual-
ified Negroes. The problem was that of defining
qualification. At least unconsciously many man-
agers felt that certain jobs were not suited for
Negroes, just as some jobs are not suited for
women or for old men. There was a great deal of
blindness or selective perception here-~which
Myrdal calls the "convenience of igrorance'--~

and even intellectual laziness and moral co-
wardice. Management just did not see the
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Negro applicant as a potential skilled tradesman,
salesman, or executive.

Another aspect regarding the evaluation of an individual's
qualifications is that firms tend to require Blacks to be more
qualified.l®

For example, the managers were asked their degree of
agreement with the first statement and whether or not they be-
lieve the second question is true:

Blacks must be a little better than others to get
ahead in this company.

Do you believe your firm is more careful in promoting
Black employees than white employees because it wants
to be certain that Blacks will succeed before promoting
them?

From the managers' responses to previous questions in this
chapter, it would seem reasonable to expect that the vast majority
of the white managers would strongly agree with the first state-
ment and respond negatively to the second, while the vast majority
of the Black managers would respond in the opposite manner.

With the statement that Blacks must be a little better
than others to get ahead in their companies, only 10 percent of
the white managers strongly disagreed, 54 percent disagreed, 35

percent agreed, and 1 percent strongly agreed.19

17Gourlay, p. 12.

185ee also: Ferman, p. 74. Stuart Taylor, "The Black
Executive and the Corporation: A Difficult Fit," MBA, Vol. 6,
No. 4, Jan., 1972, p. 92.

19Quinn, et al., from whose study the first statement
was taken, said that if the managers believed their company was
completely fair, they would strongly disagree with the statement.
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The lower level white magagers, who have the most on-the-
job contact with Blacks, believe more frequently (49 percent)
that Blacks mﬁst be a little better than others to get ahead.in
their companies than the middle (34 percent) and upper level (23
percent) white managers. The responses of the white lower level
managers are probably more correct and knowledgeagle than the
responses of ‘the middle level managers and thz responses of the upper
middle level managers because the higher up the managerial ladder the
managers are, the further away they are from the actual supervision
and evaluation of Black managers. Of course this is due to the fact
that there are few Black managers in the middle level of management
‘and none in the upper level of management. Therefore, it is more
likely that the middle and upper level managers are expressing what
should be the situation in their firms rather than what actually is
the situation. -

Only one Black manager strongly disagreed; 10 percent dis-
agreed, 41 percent agreeg, and 47 percent strongly agreed with the
gstatement. \/

The responses to this statement tend to support the Black
managers'’ proposition that Blacks must be "super-niggers" or over-
qualified before they are hired or promoted and tend to imvalidate
the white managers' proposition that Blacks are not/were not hired
or promoted because they lack the necessary qualifications.

With regard to the question: Do you believe your firm is

more careful in promoting Black eméloyees than white employees
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because it wants to be certain that Blacks will succeed before

promoting them?, more than two-thirds of the Black managers and
more than one-.fourth of the white managers responded in the af-
firmative.

When managerial level is used as the control variable, 37
percent of the white upper level managers, 22 percent of the white
middle level managers, and 26 percent of the white lower level
managefs answered this question affirmatively. Five of the eleven
white senior managers believe that it would be a big disservice to
Blacks and the company if Blacks were promoted into management and
did not succeed, four said they answered affirmatively because Blacks
have a much higher success record, and two said that their company
has a policy for the present time of being more careful in promot-
ing Black employees because they believe it is essential for the
first Black managers to succeed if their Affirm‘ative Action Program
is to be successful. .

An upper level white manager from Aunts Manufacturing put
it this way: "I only think that they want to be right when they
put a Black in a position. It is too important to get Blacks into
positions and to not be careless in promoting them--they can't turn
out to be failures."

Several of the managers' responses as to why the managers
believe their firms are more careful will help illustrate their

reasoning. 20

¢

20g¢e Appendix B, pp. 549-551, for the reasons the man~
agers believe their firms are more careful in promoting Blacks.
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A white middle level manager from Cousins Manufacturing:
"Blacks are more competent than their white counterparts. I am
more careful with my Black managers."

A Black lower level manager from the same company gave his
own personal experience as a reason: "I was placed in a temporary
promotion for four months, before I was made a senior salesman. My
white peers have spent at most six weeks in the training program--
but I was the first Black."

A white manager again from the same company corroborated
the Black manager's story when he said: "At the present time we
have a few Blacks in Inside Sales, but we won't put them into Out-
side Sales until we are completely sure they can handle the job--
we would put a white in there first because he could handle the
job better."

A similar experience to the previous Black managers was
exp?essed by a Black manager in Triple C Bank: "They (the company)
were very skeptical to move me. I was a supervisor before I was
promoted and I was kept there for five years which is an abuormally‘
long time. I was tol& I wasn't promoted because there was no one
to replace me--probably being Black was the cause."

Another Black manager from Triple C Bank: "I know a Black
who knows his job, but when his superior left he was replaced by
a white man from a different field who the Black had to train."

Finally, a white middle level manager from Ace Public
Utility: "Most Black executives are super-Blacks--mediocrity is

the privilege of the white male."
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A potentially dangerous reason many white managers believe
their firms are not more careful in promoting Blacks than whites
is that Black employees are given unfair advantages. Many of the
white managers believe their companies are practicing reverse dis-
crimination in favor of Blacks, while most of the Black mana-
gers believe their companies still have discriminatory policies in
favor of whités.zl-

A white middle level manager from Triple C Bank expressed
the white managers' general position: "It is the other way around
now-~they (Blacks) are given promotions faster than they are worthy
of them."

A Black lower level manager from Aunts Manufacturing ex-
pressed the Black managers' position in this manner: '"They are
more careful but not because they want Blacks to succeed. They
are more careful because they are wary of putting_Blacks into man-
agerial positions.”

Fifty~three percent of the white managers believe Blacks
must be better than whites to get ahead and/or that their firms
are more careful in promoting Blacks than whites; however, 92 per-
cent of them believe their firm is not paying lip--service to the
idea of equal employment opportunities for Blacks. Only 27 percent
of the Black managers concurred.

Because education is the cormerstone of the qualification

proposition, a few specific comments should be made about educational

211t should be noted that throughout the interviews there
was a general belief on the part of most white managers that 1f °
you are Black you have it made.
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requirements for man;gerial jobs. -Many writers concerned with
educational achievement, its correlation to success in business,
and its necessity to perform many jobs have questioned the gfeat
amount of emphasis being placed on education, especially college
degrees. In general, these writers have concluded that education
is more of a socializing function and that requiring educational
credentials to perform acceptable work is being over-emphasized
because most of the training needed to perform a job is learned
on-the-job rather than in school.22

Melville Dalton wrote:

This tie between education and rank in the line
suggests that training was related to managerial
skills and was, therefore, probably a criterion
for advancement. However, the data showed that
only a minority of the managers were in positions
relevant to their schooling, while at least 62
percent were engaged in duties not related to
their formal training. For example, the indus-
trial relations department was headed by officers
with degrees in aeronautical and chemical engin-
eering; a divisional superintendent had special-
ized in medicine; a superintendent who majored
in law was in charge of mechanical processes; etc.

In some cases mere quantity of schooling may
have been a rough criterion for advancement. If
so, it became obscured in the play of personal
relations. A more realistic hypothesis might be
that greater schooling contributed to increased
desire for status and a higher style of life as
a result of growing knowledge and association
during college years with those of higher socio-
economic status. At the same time, the psycho-
logical mobility of education probably weakened
the group-centered values acquired in childhood
and strengthened the readiness with which many

2250 also Collins, p. 109. Robert A. Gordon and James E.
Howell, Higher Education for Business (New York, 1959), p. 121.
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of the managers seized advantages and created
impressions favorable to their personal success.

Wilensky has noted that the average worker in America
holds twelve major jobs during the normal 46 year work life and
only one-fifth remain within the same general occupational cate-
gory throughout his/her work life. From these facts Wilensky
concludes that specialized educational training in schools is not
likely to be of indispensable value to the average worker. The
value he sees in education is that it develops analytical and
verbal skills and skills of adaptability.24

The findings in this study tend to support Dalton's and
Wilensky's findings that most managers during their careers hold
positions which are not directly related to their major field of
study in college. There were many examples of whité managers who
were t¥ained in engineering and other physical sciences placed in
financial areas and white managers who were trained in social
sciences placed in production and technical areas. This occurs
primarily because the firms in this study generally transfer
their white managers into new positioms, usually in different
areas, every two or three years. This is done especially with
those managers who are considered to be high achievers and are

thought to be upper management candidates. :

23Melville Dalton, "Informal Factors in Career Achieve-
ment," American Journal of Sociology, 56 (March, 1951), 410. '

24Haro1d L. Wilensky, '"Careers, Counseling, and the

Curriculum," Journal of Human Resources, 2 (Winter, 1967),
32,
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It should be noted that the previous paragrzph referred
to white managers and not to Black managers. Black managers,
especially those in the middle level of management, are almost

exclusively placed in the fields in which they receive their

college training. For example, 96 percent of the Black middle
level managers with college degrees work in: the areas ja which
they received their degrees, compared to 57 percent of the white
middle level managers. In addition, the 24 percent of the Black
managers with degrees in technical or scientific areas are all
working in the areas in which they received their degrees; this

is not the case with the white managers. Also all of the Black
females and five of the six white females are working in the areas

in which they received their degrees.

A. Summary and conclusions of the gqualification proposition

In the previous section it was shown that -the white mana-
gers in this study, in business in general, and maﬁy white writers
concerned with the Black employment situation believe that the
primary reason Blacks have not made it in the corporate world and
in their firms is because they lack the necessary qualifications
in terms of education, training, and experience. Very few Black
managers agree with this point of view.

While nine out of ten of the white managers believe their
firms are not paying lip-service to iroviding Blacks with equal
opportunities, more than one out of two of them believe Blacks

must be better than whites to get ahead in their firms and/or
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their firms are more careful in promoting Blacks than whites be-
cause the firm wafits to be certain that Blacks will succeed before
promoting them.

There are some obvious contradictions in the white managers'
position. 1If Black managers must be above average and if they are
more carefully evaluated because their firms want to be certain
that they will succeed before promoting them, these companies are
discriminating against Blacks and their firms cannot honestly
claim to be equal opportunity employers. These practices are ex-
tremely futile and extremely unfair to Blacks primarily because no
one can be certain that any manager, regardless of color, will
succeed before promoting him/her. In addition, requiring Blacks
to be over-qualified could lead firms to institutionalize dual
selection and evaluation systems which would set unrealistic
standards for Blacks. In other words, if the firms require Blacks
to be over-qualified, they will soon begin to expect Blacks to have
superior records. Anything below superior would be considered un-
acceptable. Again, this would be a far cry from offering equal
employment opportunities. True equai employment opportunities
will be when an average Black can secuie a job with the same ef-
forts as an average white. Blacks must have the chance to fail
or succeed by the same rules and criteria that govern whites. Un-
til this happens, no firm can truly be considered an equal oppor-
tunity employer. Furthermore, requiring Blacks to be over-qual-
ified can have harmful effects on the attitudes of the Black man-

agers toward themseclves and their work. If Blacks beliecve they
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must be better than whites in qualifications énd job performances,
their work attitudes can deteriorate to the point where qualified,
capable Blacks because of the pressure placed on them by this dual
system could become ineffective, frustrated managers and many of
them will leave their firms. In Chapter VIII evidence is presented
which supports this position.

There were several general explanations given by some of
the Black and white managers which help explain why many of the
white managers believe Blacks are getting hiring and promotional
advantages: (1) many companies use a great deal of public rela-
tions strategy in the area of equal opportunities which presents
an image that the companies are doing everything in their pover to
give Blacks equal employment opportunities; (2) any movementﬁto-
ward more equitable employment policies is considered by many
white managers to be giving Blacks an unequal édvantage; and (3)
there is a ‘eneral belief in white society that Biacks are getting
all the advantages, while whites are being pushed into the backgrbund.

In the last part of this section, evidence was presented
which questioned educational credentials as a requirement for
performing acceptable work. It should be noted that this writer
and the other writers quoted are not saying that educational achieve-
ment is not important in separating those who are more trained,
better motivated, and better socialized from those who are not,
but what is being said is that educational achievement does not
insure that individuals acquire the professional, technical and

managerial competence which are required in business. A great
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deal of knowledge required to do the job is léarned on-the-job and
not in the classroom. This point was supported by the fact that
many managers, especlally whites, are in areas in which they did
not obtain their college degrees and the fact that many white man-
agers have never attended college but have become successful man-
agers. Thus the claim that Blacks do not.have the edﬁcational re-
quirements is questionable or as R. M, Mahoney, Manager of Indus-
trial Relations Development, Union Carbide Corporation, noted in
Bowman's study of 2,000 managers, the number of Blacks with the
proper type of education is relative. He wrote:

I do not agree that '"very few' minority group
members have the education needed by successful
managers. Consider the major minority group--
Negroes. Relative to whites, for a variety of
reasons, there are substantially smaller percen-
tages of college-trained individuals in disci-
plines in the widest demand in the general labor
market. For example, Union Carbide  Corporation
is interested in substantial numbers of engin-
eers and scientists. Negroes, constituting
about 10.5% of the population, make up only
about 1.5% of the current college graduates.
Nonetheless, they number 5,000 to 6,000 per
vear, and this is increasing. The 1960 census
reported about 350,000 nonwhite college grad-
uates 25 years and older.

Everything is relative. Although the per-
centage of nonwhite college graduates is about
one-half that of whites, there are significant
and enlarging numbers of nonwhite college grad-
uates in curricula needed for achievement in
business management.25

In concluding, one must seriously question the entire

qualification proposition as the main explanation for the Black

25Bowman (1964), p. 188.
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managers' situation in the corporate world. The validity of this
proposition has been greatly over-emphasized by the white business

community.

The Discriminatory Proposition: Introduction

The previous pages indicate that the cultural proposition
is invalid and the qualification proposition has only a trace of
validity for explaining the present situation of Black managers
in white corporations. This section will present substantial
evidence th&t past and present racial d;scrimination is the major
reason for the present dismal situation of Black managers in the

corporate world and in the participating firms.

A. Multiple regression analvsis and analysis of variance

That being white is a helpful characteristic for promotion
to supervisory positions and beyond in business in general and
being Black is harmful is strongly supported by the following
multiple regression analysis and analysis of variance.

First the multiple regression analysis will be discussed.
The writer attempted to see what effect nine factors had on the
salary and managerial levels of the Black and white managefs.
(Since managerial level and salary have a correlation coefficient
(R) of .898 the regression analysis will discuss only the effect
of these factors on salary.) They were: race (R), job duration
at present firm (JD), length of job experience at other firms re-

lated to present job (0JD), age (A), education achievement (ED),
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special training (ST), mothers' and fathers' educational achievement
(MED, FED), and fathers' occupational achievement (FO). The rela-
tionship of these factors to salary would be as follows:

Salary = f(R, JR, OJR, A, ED, ST, MED, FED, FO).

One would expect the above factors to have essentially an
additive effect on salary; therefore, the regression formula
would be:

Salary = By + BoR + B4JD + B,0JD + B.A + B.ED + B,ST +

4 5 6 7
BeMED + BgFED + BlOFO‘

In the above formula By is the constant term and the re-
waining B's are partial correlation coefficients which measure the
effect of a unit change in the independent variable (R, JR, OJR,
etc.) on the dependent variable salary. For example, if the re-
gression coefficient of job duration is .69, an increase from 0
to 1 years in job duration would change the manéger's salary by
.69 which would be translated into $1,380 per yeaf. All of the
variables were assigned coded values; fur example: race received
the value 0 for Blacks and 1 for whites, job duration received the
values of 0-21, education received the values of 0-9, and work ex-
perience in otner companies directly related to present job received
the values of 0-21.

After running several regressions using the above variables,
it became apparent that race, job duration at present firms, work
experience at other firms related to present jobs, and educational
levels were the only significant factors in the general regression
equations. These factors were found significant using the T-score

for each of the regression coefficients. The T~score is the ratio
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of the regression coefficient to its standard deviation. Using a
one-talled test at the .01 level of significance, the estimate
coefficient will be significantly different from zero if the T-
score exceeds 2.326. All the factors dropped out of the equation
were not significant at the .10 level and those remaining were
significant at the .0l level. It should be noted that age was
significant when job duration in present firm and work experience
in other firms directly related to present job were removed from
the equation, but was not when tpey were included; therefore, age
was removed from the equation because it is apparently an index
of the two other variables which offer more explanatory power than
age. Thus the equation which will be used for the discussion in
the next few pages is: |

Salary = B

+ BoR + B3JD + BaED + B.0OJD.

1 5
This equation is for the entire sample of Black and white managers.
Separate equations will be used for the Black and white managers
after this initial discussion. These four factors explain 46 per-
cent (Rz) of the variance in che salary level of all the managers.
See Table 7 for the correlation coeffici;nts (R) and the amount of
explainced variance (Rz). The F-score is significant at least at
the .001 (P) level indicating the equation taken as a whole has
significant explanatory power. The estimated equation with its
partial correlation coefficient is as follows:

Salary = =4.4 + 2.3R + .47JD + .81ED + .160JD.

Notice how much stronger race is in determining salary than the

other factors combined.
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Using this equation one can predict.the salary levels of
managers with a combination of characteristics. For example, a
Black manager (0) with two years of—;;;k experience (0), a college
degree (8), and no ocher work experience would make $8,160 per
year. This sum is obtained in this manner:

Salary = =4.4 + 2.3(0) + .47(0) + .81(8) + .16(0) = 2.08

which when converted into dollars = $8,160.
A white manager with similar characteristics would make $12,740, i.e.,

Salary = =4.4 + 2.3(1) + .47{(0) + .81(8) + .16(0) = 4.38.
As one can see there is a $4,580 difference in salary between the
white and Black managers with the same characteristics.

It would be instructive to analyze a Black and white
manager who both have a collcge degree, . eight years of work exper-~
ience at their present firms, and four years of wori. experience at
other firms directly related to their present jobg. The equation
for the Black manager would read: |

S;lary = =4.4 + 2,3(0) + .47(3) + .81(8) + .16(4) = $12;260.
Changing race to 1 which equals whites would give the white mana-~
ger a salary of $16,720 for a differential of $4,460. The regres-—
sion equation for the entire sample of Black and white managers
clearly indicates that race plays a very important role in the
salaries of Blacks. However, this equation masks the fact that
job duration, etc., relate differently to the salary levels of
Black and white managers. It was thus neccessary to run Separate

regression equations for Blacks and waites.
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Again using a one-tailed test at the ;01 level for whites
and at the .0l level for Blacks the estimate coefficient will be
significantly different from zero if the T-score exceeds 2.326.
For white managers*R2 (amount of explained variance) was 34 per-
cent and for Blacks 37 percent. The F-score for both equations
were significant at the .001(P) level. The two equations follow:

Salary (Blacks Only) ~1.2 + .36(JD) + .48(ED) + .09(0JD)

1§

Salary (Whites Only) = -4.9 + .52(JD) + 1.0(ED) + .31(0JD)
A quick glance at the partial correlation coefficlents clearly
shows that for a unit change in any of the independent variables
means a greater increase in salary for whites than for ﬁlacks.

Inserting the same characteristics which were discussed
in the first regression equation, one would get this equation for
the Black managers: Salary = -1.2 + .36(0) + .48(8) = .09(0).
Thus a Black with a college degree and no work.experience would
make $9,200. .

Iﬁserting the same variables in the equation for the white
managers one gets: Salary = -4.9 + .52(0) + 1(8) + .31(0). After
doing the necessary calculations, one finds that a white manager
would make $10,200. It is clear from the above results that a
college degree means about $1,000 more for whites thau for Blacks.
In addition, 1 unit change in job duration (two years) means an
increase of $360 for Black managers and $520 for white marnagers
per year. The white managers would also earn $22C more per year
than Black managers for each additional year of work experience in

other companies related to the present job.
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If the Black and white managers had.eight years of work

' experience at present firm, a college degree, and four years of
work experience at other companies, it is obvious ;yat the salary
difference will increase between the Black and white managers be-
cause job duration and other work experience have a greater impact
on the salaries of white managers than on the salaries of Black
managers. As the partial correlation coefficients show and as the
above examples clearly demonstrate, by substituting the appropriate

values in the equations one gets the following equations:

Black Manager's Salary = -1.2 + .36(3) + .48(8) + .09(4)
$14,020

White Manager's Salary = ~4.9 + .52(3) + 1.0(8) + .31(4)

$15,800

The above equations clearly indicate that Blacks with
similar education, job experience, and other wo;k experience make
less money than their white counterparts and thatlthese salary dif-
ferences increase as the length of service with present firm ana
other related work experience increase, i.e., discrimination is
greatest among older, experienced managers.

Another manner in which to look at the effect of race,
edvzation, job duration and other work experience on the salary of
Black and white managers is to use analysis of variance. This will
allow the readers to see how much these four individual factors ex-
plain the variance in salaries and how significant they are.

When just race and salary were correlated--race as the in-

dependent variable and salary as the dependent variable, it was
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found that race accounted for 24 percent of th; variance and this
was significant at better than the .0l(p) level using an F test
with appropriate degrees of freedom. That the sex of the respond-
ents adds explanatory power is noted by the fact that 30 percent
of the variance in salary is explained by race and sex; it is also
significant at the .01(P) level.

When salary is still the independent variable, but job
duration the control variable, only 8 percent of the variance in
Black managers' salaries, compared to 26 percent for white managers,
is explained by job duration. In addition, the mean salary level
of all the white managers with similar job duration as the Black
managers is higher except in one case--the two Black managers with
16 + (08) years of service make $17,000, compared to $15,200 for
the nine whites with similar job duration. For whites this equa-
tion was significant at the .0l level and for Biacks at the .05
level. It should also be noted that the difference between the
Black and white managers with less service is much smaller for the
first six years, but over that the white managers with similar job
duration generally have a mean salary level almost twice that of
Black managers while under six years of service it is only about
one~-third more than that of the Blark managers.

After job duration was replaced by education as the in-
dependent variable, it was found that education accounted for 29
percent of the variance in the salaries of the Black managers,
significant at more than the .0l level. And it accounted for 12

percent of the variance in the salaries of the white managers,

-
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significant at the .01 level. Except in the cases of those two
Black and three white managers with 15 years of school completed
where the mean salary levels were $16,000 and $16,666. At every
educational level the Black managers earned less income than their
vhite counterparts with similar educational achievement.

When age is included as a measure of overall work experience,
it 1s found that age accounts for 32 percent of the variance in the
salaries of the Black managers and 20 percent of the variance in
the salafies of the white managers, both significant at the .01
level. Again in all of the groups the‘Black managers' mean salary
is less than their white counterparts of similar age. Thg biggest
difference between the Black and white managers is between the ages
of 31 and 45 and the smallest difference is between those under 30
and those between the ages of 46 and 50. The primary reason for
this 1is that firms are attempting to imprbVe théir employment poli-
cies for Blacks, thus there is more equitable pay'for Blacks who
are youngér. In addition, many older Black managers have been re-
cently brought in as middle level managers from governmental and
social services at fairly decent salaries; therefore, that helps
explain the smaller differenczs in earned salaries between the
Black and white managers in the 45-50 age group than for the age
group 31-45,

Finally, when work experience in other firms was used as
the independent variable, 23 percent of the variance in the Black
managers' salaries can be attributed to job duration in other

firms; however, this is not statistically significant (p > .05).

EX 1N
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Because of a "bug" in the program this vari;ble cannot be analyzed
for white managers.26

In sum: the regression analysis and analysis of variance
vividly demonstrate the fact that race is the most powerful factor
explaining the present situation of Black managers in white corpor-
ations. They also showed that education, work experience in present
firm and othef related work experience produced more in salary (man-
agerial level) for white managers than for Black managers. However,
the data also gave some indication that racial discrimination is
decreasing. The next section discusses the managers' views about
the opportunities that exist for Blacks today.

The Managers' Overall Views of the Corporate World and
Their Firms with Regard to Opportunities for Blacks

Throughout Chapters III and IV and thehprevious sections
of Chapter V, the Black and whitc managers' responses to numerous
questions have been discussed individually. These questions were
all directly concerned with the central question: How fair an&
equal do the managers in these firms view the general white bus-
iness community's and their firms' employment policies toward
Blacks? 1In order to obtain an overall view of the managers' opin-
ions about the corporate world's and their companies' employment
policies towards Blacks incexes were formed of the negative responses

of the managers.27

265ee Appendix C, pp. 559-565, for complete tables on
the analysis of variance.

27Combining individual questions into an index has a number
of advantages. Responses to an individual question are never completely
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The questions which make up the indéx on the managers'
overall views of the corporate world are listed below and the
responses which would give the respondent a score of one for each
question are shown in parentheses. Those managers who did not
respond as indicated received no score.

How do you explain the seeming underutilization
of Blacks in industry? (Racial Discrimination)

Are there any reasons why Blacks can't make it
in the corporate world? (Yes--Racial Discrimination)

Is being Black a harmful, helpful, or irrelevant
factor for promotion in business in general”
(Harmful)

Is being white a harmful, helpful, or irrelevant

factor for promotion in business in general?
(Helpful) :

Table 8 shows how many Black and white managers answered
negatively to all four of the questions, 3, 2, 1, or none of thenm.

Table 8 shows that a substantial majoriLy of the white
managers and all bui one of the Black managers do not beiieve
that business in genersl has been completely fair in their emplby-
ment practices toward Black managers. Thus, although there are
some variations in responses to the individual questions, overall
the managers in these firms hold critical views of the corporate

world's commitment to equal employment opportunities for Blacks.

reliable. The responses can be influenced by such things as the
managers' misunderstanding the question, their desire to give the
"right" answer, idiosyncratic factors, and the interviewer could
record the answer improperly. Therefore, an index measures the
general pattern of the managers' responses and thus gives a more
valid interpretation of the managers' views.
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TABLE 8

OVERALL VIEWS OF THE FAIRNESS OF THE CORPORATE

WORLD'S EMPLOYMENT POLICIES TOWARDS BLACKS

Number of Questions Black Black White White
Answered Negatively Males Females Males  Females
(N=93) (N=23)  (N=133) (N=23)
Corporations Are
Completely Fair 0 1% 0% 16 % 22 %
1 15 0 23 17
2 18 30 23 22
3 34 17 29 26
Corporations Are
Extremely Unfair 4 32 53 9 13
Total 100 100 100 100

The questions which were used to form an index on the

managers' overall views of their companies' employment policies

are listed below and the responses which would give the managers

a score of one for each question are shown in parentheses.

How do you explain the incidence of Black managers

in your company?

(Responses related to discrimination)

Do you believe your firm is more careful in promoting

Black employees
want to be sure
moting them?

than white employees because they
the Blacks will succeed before pro-

(Yes)

At the present time, how far up the executive ladder
do you believe a qualified Black can go in your

company?

(Lower or Middle Level)

Blacks must be a little better than others to get

ahead in this company.

(Agreec or Strongly Agrce)
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In general, this company is onl& paying lip-service
to the idea of equal employment opportunities for
Blacks. (Agree or Strongly Agree)

Is being Black a helpful, harmful, or irrelevant
factor for promotion to supervisor and beyond in
your firm? (Harmful)

Is being white a helpful, harmful, or irrelevant
factor for promotion to supervisor and beyond in
your firm? (Helpful)

Table 9 shows that while there are wide varieties of
opinions ;mong the Black and white managers, the Black managers,
as a group, generally have extremely negative opinions of their
companies' employment policies and the white managers have rather
position opinions. However, it is significant that only 31 percent
of the white managers believe their companies are completely fair
in their employment of Blacks.

Talbe 9 also shows, as does Table 8, that overall the
Black and white females are more critical of eméloyment policies
towards Blacks than their male counterparts.

The most plausible explanation for the more critical viéws
of the Black females is that they have had to face both sexual and
racial discrimination. The white females might be more critical
of their companies' employment policies because they have suffered
sexual discrimination; therefore they sympathize more with the
Black situation than the white males.

When age is used as the control variable on the overall
index, it becomes quite clear that the younger Black and white

managers are much more critical of their companies' employment

policies than the older managers. Similar differences occur in
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TABLE 9

THE MANAGERS' OVERALL VIEWS OF THE FAIRNESS OF THEIR
COMPANIES' EMPLOYMENT POLICIES TOWARDS BLACKS

)
Number of Questions Black Black White White
Answered Negatively Males Females Males Females
(N=93) (N=23) (N=133) (N=23)

Companies Are

Completely Fair 0 8 % 0% 29 % 39 %

1 3 0 29 22

2 8 4 17 9

3 13 9 14 | 0

4 11 17 5 17

5 22 17 3 13

6 18 23 2 0
Companies Are )
Extremely Unfair 7 18 30 2 0
Total® 101 100 101 100

*Some of the total percentages are over 100 because of
rounding errors.
the managers' views of the corporaté world's employment policies
towards Blacks.

The difference in the responses of the white managers from
various age groups can be attributed in part to the more conserva-
tive views of many of the middle and upper level white managers
who have benefited from past discriminatory practices and have been
successful under such a system. With regard to the Black managers
the younger Blacks are more aware of the injustices they face be-

cause of their Blackness and are more willing to speak up against
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these injustices than the older Blacks, man§ of whom have learned
to put up with the "system" and who are probably less critical
because they can remember much worse injustices being perpetrated
on Black people.

The more educated the Black and white managers are the
more likely they are to be critical of their coﬁpanies' employment
policies toward Blacks. This is due to the fact that the more
educated Black and white managers are generally younger, but also
because more educated people are generally, but not necessarily,
more critical and more aware of social injustices than less edu-
cated people. Also with regard to the educated Black managers'
views, they have the necessary credentials to succeed and their
goals and aspirations arc not Being fulfilled; thus, these mana-
gers becom: more critical and militant. Wilensky supports this
position in his 'consolation prize' hypothesis:

An important qualification to my consolation-
prize hypothesis concerns education. The most
alienated men in my study are Negro High-school
graduates on relief; in table after table these
men, whose educational opportunities exceed the
place allotted to them, are the most diaffected.
I1f educational opportunity whets the appetite for
a better life but does not lead to job opportunity
and income, it serves less as a compensatory reward
than as a source of resentment. Thus, as their edu-
cational opportunities exceed their economic re-
wards and living standards, American Negroes will
become more militant. Educated whites already
receive roughly congruent rewards and their po-
litical discontents are kept within manageable
proportions; uneducated whites, if they are un-
lucky in the labor market, at least have a chance
to escape lower ethnic or religious origins or
marry up. In countries both rich and poor, cases
similar to that of the educated American Negro on
relief appear: displaced engincers in the most
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modern sectors of West coast defense industries;
rootless "intellectual" proletarians in the mod-
ermizing countries of Asia, Africa, and Latin
America that are long on education but short on
job opportunity.28 '

When managerial level is used as the control variable, it
is interesting to note that only 30 percent of the white upper.
level managers believe their fims have completely fair employ-
ment policieé toward Blacks.

Considering that the younger, female managers are gen-
erally lower level managers, it is not surprising that overall the
lower level Black and white managers are more critical of their
companies' employment policies than the middle and upper level
Black and white managers.

When the white managers’ overall views of their companies'
employment policies are correlated with their frequency of con-
tact with Blacks on-the-job, it is found that éenerally those
white managers who have the most frequent contact.with Blacks on-
the-job are more likely to have more negative views of their com-
panies' employment policies toward Blacks and those white managers
who have the least frequent contact with Blacks on-the-job are more
likely to have more positive views.

In addition, the white managers who are involved in per-
sonnel, affirmative action, and industrial relations are more

critical of their companies' employment policies toward Blacks

than the white managers in any other work area.

28y, L. Wilensky, '"Measures and Effects of Social Mobility,"
in Neil J. Smelser and Seymour Martin Lipset, eds., Social Struc~
ture and Mobility in Economic Development (Chicago, 1966), p. 133.
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The opinions of the white managers who have the ‘most con-
tact with Blacks on-the-job and the managers who are in personnel,
affirmative a;tion, and industrial relations are probably mo¥e
correct and realistic than those who do not have any contact with
Black managers and those who work in other areas.

Another manner in which to compare the re;ponses of the
white managers is by their overall contact with Blacks not only
at work, but outside of work. Again there is a general tendency
for those white managers who have more overall contact with Blacks
to have more critical views of their companies' employment policies
toward Blacks.

It is also interesting to note at this time that the Black
managers who do not believe in integration and assimilation are
more critical of their companies' employment policies than those
who believe in assimilation. '

Table 10 chows the average percentage of ghe Black and
white managers who have overall negative views about the opportun-
ities that exist for Black managers in the corporate world in
general and in their firms.

The table also shows that, in general, the Black managirs
do not see that much difference between the opportunities that
exist for Blacks in the corporate world and tpose that exist in
their firms. The white managers, ovgrall, have a much more posi-
tive view of their companies' employment policies toward Blécks

than those they think exist in the corporate world in general.
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TABLE 10

A COMPARISON BETWEEN NEGATIVE VIEWS OF THE CORPORATE
WORLD'S AND THE PARTICIPATING COMPANIES'
EMPLOYMENT POLICIES TOWARDS BLACKS

Companies Black Managers White Managers
(N=116) (N=156)

Firm Business Firm Business

Ace Public Utility 50 % 80 % 20 % 52 %
Triple A Bank 55 77 19 54
Aunts Manufacturing 61 70 28 65
Cousins Manufacturing 63 70 36 43
Triple C Bank 63 70 13 37
Deuce Public Utility 72 74 21 49
Ajax Manufacturing 77 85 33 58
Century Manufacturing 88 85 8 35

Overall Mean 61 73 21 49

The primary reasons for the white managers' views are:
(1) most of the white managers are not ready to criticize a
system in which they have made it because by doing so they would
be admitting that they have made it in an illegitimate system;
(2) another is the old adage that the other guy is unfair but we
are not; and (3) loyalty plays a greater role in the white mana-
gers' responses than in the Black managers' responses and thus
the white managers do not want to degrade their firms' policies;
The more reulistic views are those regarding the opportunities

that exist for Blacks in the corporate world in general and not
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those regarding the fairness of the white managers' particular
companies' employment policies~-responses which most directly
reflect the blas of favored positioh. .

In sum: A majority of the Black managers plainly believe
that their companies do not have sincere, effective Affirmative
Action Programs. Initially the vast majority of ghe white mana-
gers indicated that their firms' employment policies are fair for
all employees; however, with further probing it was discovered that
there were some important inconsistencies in their responses., Only
31 percent of the white managers believe their firms are completely

fair to Blacks and only 6 percent of the Black managers concur.

Summary and Conclusions

The data clearly indicate that although 82 percent of the
white managers agree with their companies' hiring and promoting
policies, 50 percent believe there are unwritten policies which
realistically affect cmployment decisions such as conforming in
attitudes, dress, and mannerisms and political influence. In ad-
dition, 62 percent of the white managers would change their com-
panies' prometional policies if they had the power to, especially
in the area of selection and evaluation procedures.

Only 37 percent of the Black managers agree with their‘
companies' hiring and promoting policies, 75 percent believe there
are unwritten policies which realistically affect employment de-
cisions such as conforming in attiFudes, dress, and mannerisms,

political influence, and racial discrimination, and 85 percent
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would make promotional changes in their companies' policies if they
had the power to, especially in the area of selection and evaluation
procedures. .

There were three main propositions given by the managers
to explain the present situation of Black managers in the corporate
world in general. The most important and the most valid reason put
forth by the vast majority of the Black managers and a substantial
majority of the white managers was the discriminatory proposition
which essentially states that Blacks have not made it in the cor-
porate world beca‘;se they have not been given the opportunities
to demonstrate their skills and abilities.

The second most important proposition usazd primarily by
the white managers and by only a small number of Black managers
was that Blacks have not made it in the corporate world because
they lack the necessary qualifications. It was poﬂinted out that
this proposition cannot justify the terrible state of Black mana-
gers in white businesses. One reason was the difficulty in de~-
termining and evaluating an individual's qualifications. Another
reason was that Blacks generally are required to be better qualified
than their white counterparts.

The third proposition which was used almost exclusively by
the white managers was that Blacks are culturally different; there-
fore, they would not be able to become successful managers in white
dominated corporations. This proposition is the most invalid oné

of the three primarily because it is used in a racial manner and

W
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not in a class manner. It should be noted fhat it is even ques-
tionable if one can correctly use the cultural proposition in a
class manner.

The two primary explanations the white managers gave for
the incidence of Black managers in their companies were either
that their companies have Black managers because the Blacks were
qualified for the positions or that their companies do not have
many Black managers because they lack the necessary qualifications
to merit the positions. The white managers generally did not use
racial discrimination as an explanation for the incidence of Black
managers in their companies as they did to explain the underutil-
ization of Blacks in the corporate world. The primary expiana-
tions the Black managers gave for the incidence of Black managers
in their companies were outside préssures from the government,
civil rights groups and social groups. Althougﬁ 82 percent of
the white managers agree with t'eir companies' employment poli-
cies, primarily because they believe the policies are fair and
egjuitable and 92 percent believe their companies are not paying
lip-se.'vice to the idea of equal employment opportunities for
Blacks, 53 percent of the white managers indicated that Blacks
have to be more qualified and/or capable than whites to get ahead
in their companies. Only 6 percent of the Black managers and 31
percent of the whité'managers believe their firms are completely
fair with Black managers.

The younger, more educated Black and white managers are

more critical of their firms' and the corporate world's employment
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policies than the older, less educated manageré. In addition,
the Black and white females are more critical of their companies'
employment policies than the males, especially the Black females.

The most important evidence which supports the contention
that Blacks are not and were not receiving equal employment oppor-
tunities in the participating firms is the regression.analysis
which shows that just being white adds over $4,000 to the salary
of the white managers per year. It also shows that a college
education means about $1,000 more per year for white managers
than for Black managers, two years of work experience at the pre-
sent company adds $160 more per yeaxr for white managers and out-
side work experience $220 more per year for white managers.

In concluding, it is quite obvious that real equal em-
ployment opportunities for Blacks still do not exist. A vast
amount of time, effort, and money have been speﬁt in order to
affirm the American myth that people, of any race, creed, color,
religion, or national origin, get ahead solely because of their
abilities, but little time and effort has been spent to turn that

myth into a reality, especially for Blacks.
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CHAPTER VI

RACIAL ATMOSPHERE AND COMPLIANCE

WITH EMPLOYMENT POLICIES

Introduction

As noted in Chapter V, the vast majority of the Black
managers and a significant minority of white managers do not be-
lieve that real equality of opportunity for Blacks exists in their
firms because of racial discrimination in various forms, i.e.,
overt discrimination, looking for the “right" type of Black, or
overqualified Blacks, and being more careful in promoting Black
employees than white employees. ’

] Because corporate policies can be changed and distorted
through complex networks of social relationships as the policies
are applied at lower levels of the occupational hierarchy, any ef-
fective Affirmative Action Program will depend a great dezl on the
attitudes of the white managers who control and run the corpora-
tions. If at any level of management the white managers are op-
posed to the Affirmative Action Programs cf their companies, they
can in many cases make the programs extremely ineffective in prac-
tice, even though the programs may be strong elaborate ones on
paper. There must be strong enforcement procedures to create an

atmosphere in which these racist attitudes will not lead to dis-

criminatory behaviors. The white managers' attitudes will determine
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to what extent Black managers are allowed to participate in and
receive the benefits of the "psychology of group life." 1If the
whites are generally hostile and if the Blacks are excluded from
playing a part in the network of social relationships, this could:
(1) hinder the Blacks' job pFrformance and progress by limiting
the cooperation and information needed to carry out specific as-
signments; (2) limit the Blacks' opportunities to make those per-
sonal impressions on subordinates, peers, and superiors which are

essential for any individual's progress. e

Because of the crucial role white attitudes play in pro-
viding equal employment opportunities for Blacks, this chapter
will be primarily concerned with:(l) the racial atmosphere, i.e.,
the attitudes, feelings, and remarks of the white employees, which
the Black and white managers believe exist and hear in their firms;
(2) the racial attitudes of the white managers who participated in
this study toward Black people in general and more specifically
toward the Black managers in their firms; and (3) the Black and
white managers' attitudes about deviating from the formal employ~-
ment policies of their firms and how they would deviatg or have

deviated.

The Managers' Views of the Racial Atmosphere

In order to give the reader a concise view of the racial
atmosphere which exists in the firms an -index was formed consisting

of four questions:,
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Are you aware of any carryover into the work

situation of negative white attitudes towards

Blacks?

Would any of your peers and subordinates feel

in any way uncomfortable if you hired or pro-

moted someone who was Black into a management

position?

Would your immediate superior feel in any way

uncomfortable if you hired or promoted someone

who was Black into a management position?

Would any of the managers above your immediate

superior feel in any way uncomfortable if you

hired or promoted someone who was Black into

a management position?

A score of one was given for each affirmative response.
Those managers who answered none of the questions affirmatively
believe the racial atmospheres in their companies are free of any
racial hostility, and those managers who answered all four of the
questions affirmatively believe the racial atmospheres,in their
companies are quite hostile to Blacks. Table 1 shows the fre-
quency distribution of the managers' responses.
This table indicates that a substantial majority of the

Black and white managers are aware of negative racial attitudes
and/or uncomfortable feelings towards Blacks. Only 20 percent
of the managers in this study, both Blacks and whites, believe

they are working in an area where at least some whites do not seem

to have any negative racial attitudes.1

11f the white managers' responses to the question: "Do
you hear derogatory remarks about Blacks in your company?' was
included in the index, only 17 percent of the white managers be-
lieve their firms are free of negative racial attitudes. Also of
interest is that 47 percent of the upper level white managers in-
dicated that they hear derogatory remarks about Blacks from their

ERIC :

Aruitoxt provided by Eic:



252

TABLE 1

THE MANAGERS' OVERALL VIEWS OF THE RACIAL ATﬁOSPHERE
IN THE PARTICIPATING COMPANIES

Number of Questions Black Black vThite White
Ansvered Affirmatively Males Females Males Females
(N=93) (N=23) (N=133) (N=23)

No Racial Hostility 0 10 2 9 2 27 % 31 %
1 25 17 28 39
2 25 35 33 13
3 24 26 12 13
Extreme Racial
Hostility 4 16 13 0 4
Total 100 100 100 100

When managerial level is used as the control G%riable, it
becomes evident that the upper leiv:l white managers are more aware
of negative racial atmospheres in their companies than the middle
and lower level white managers: 17 percent of the upper level
white managers, 32 percent of the middle level white managers, and
29 percent of the lower level white managers answered none of the

questions affirmatively.

peers and 30 percent hear them from their superiors. These dero-
gatory remarks about Blacks are not limited to lower levels of
management. Only 50 percent of the white managers who hear dero-
gatory remarks about Blacks express their dislike for such remarks
to their peers and subordinates and only 20 percent to their -sup-
eriors. Those who do not express their dislike for such remarks
generally believe individuals are entitled to their opinions.
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With regard to the differences in the Black managers' re-
sponses, the lower level managers are more aware of a negative
racial atmosphere than the middle level managers. Twenty-nine
percent of the lower level Black managers, compared to 44 percent
of the middle level Black managers, ans.ered only one or none of
the four questions affirmatively. This is due primarily to the
age differences of the managers: 22 percent of the Black managers
under 30, 36 percent between the ages of 31 and 40, and 56 percent
over 40 answered none or only one of the questions affirmatively.

In order to discuss the attitudinal differences by coméany,
the average responses of the Black and white managers from each com-
pany will be used. The first two columns in Table 2 show fhe
average responses to the questions about negative attitudes and un-
comfortable feelings of only peers and subordinates. ‘The third
column shows the white managers' average responses to the two pre-
vious questions plus the'question regarding derogatory remarks.

Table 3 shows.the average responses of the managers to
the questions about negative attitudes, the uncomfortable feelings
of peers and subordinates, and also the uncomfortable feelings of
their superiors and their superiors' bosses. ]

I1f one considers the companies' Affirmative Action Pro-
grams and the managers' views of the racial atmosphere in their
companies, some interesting.facts become apparent. For example,
in the case of Ace Public Utility it seems that some Black mana-

gers believe that while whites hold racist attitudes some are not

able to translate these feelings into actions because their
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TABLE 2

THE MANAGERS' VIEWS OF THE RACIAL ATTITUDES
AMONG THEIR PEERS AND SUBORDINATES

Companies Black White White
Managers Managers Managers

(Includes Dero-

gatory Remark

Responses)
Triple C Bank 60 7 45 7 43 7
Cousins Manufacturing 62 50 57
Aunts Manufacturing 71 57 56
Ace Public Utility 73 57 56
Deﬁce Public Utility 73 55 57
Triple A Bank 74 71 67
Ajax Manufacturing 83 64 , 69
Century Manufacturing 100 54 58

Overall Mean 69 55 56
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TABLE 3

THE MANAGERS' VIEWS OF THE RACIAL ATTITUDES
AMONG THEIR PEERS, SUBORDINATES, SUPERIORS,
" AND SUPERIORS' BOSSES

Companies Black White White
Managers Managers Managers
(Includes Dero-
gatory Remark

Responses)
Triple C Bank 47 % 26 % 29 %
Cousins Manufacturing 48 30 37
Ace Public Utility 51 31 36
Triple A Bank 54 46 47
Aunts Manufacturing 57 34 38
Deuce Puhlic Utility 60 32 37
Ajax Manufacturing 66 37 ’ 45
Century Manufacturing A 75 30 37
Overall Mean 53 32 38

company's emphasis on equal employment opportunities has created

an atmosphere in which it is more difficult for them to discrim-

inate against Blacks. This view is not “21d by the Black managers

in many of the other companies but it is held by most white managers.
Another interesting finding is that good affirmat..z action

migﬁt sharpen conflicts and increase racial hostilities in the

short run. This is demonstrated by the.Black and white managers'

responses, in Ace Public Utility, Triple A Bank, and Ajax Manufac-

turing. In Chapter III (especially in Table 2), it was pointed
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out that Black employees in these companies have pressured them
into taking concrete steps to improve Black jobs and advancement
opportunities.

A final interesting finding is that Ace Public Utility
and Triple A Bank recorded the greatest percentage decrease in
the Black managers' responses to the questions regarding the
general negative racial atmosphe?es which exist in their firms
when the questions about their superiors and superiors' superiors
were averaged in to obtain the overall racizl atmosphere. This
is testimony to the greater confidence these Black managers have
in their upper level managers than those in the other companies
have in theirs. The decrease is smallest in Triple C Bank and
Deuce Public Utility whose Affirmative Action Programs leave some-
thing to be desired and whcse Black managers believe there is a
great deal of resistance to equal employment opportunities in the
upper level of management.2

The following are personal experiences sonie of the mana-
gers have had to become avare of derogatory remarks, negative at-
titudes, and feelings of whites about Blacks in their companies.
These experiences indicate the psychological problems which racism
has created in the white population.

A white upper level manager from Aunts Manufacturing:

201e out of three of the Black managers elther believe
their imnmediate superiors have racial attitudes which would make
them feel uncomfortable about Blacks being in management positions
or they are not certain about their immediate superiors' attitudes.
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"The people who work for me have prejudiced attitudes and I talk
to them about it. You run into it (prejudiced attitudes) in the
same percentage in the company as you do on the streets."

The most frequent type of attitude the managers are per-~
sonally aware of is the stereotype belief that Blacks are lazy,
dumb, slow, etc.

" For example, a white lower level manager frem Triple C
Bank said, "Many whites who claim they are not prejudiced fre-
quently say that Blacks are slow, but they never say that about
other whites."

A Black lower level manager from Ace Public Utility put
it this way: '"Being Black you have to do things four times better
than a Caucasian. Still some of my peers express the opinion that
because I am Black I am not as smart as them (whites)f"

The following is the experience of an upper level white
manager from Triple A Bank: '"Some of my white subordinates treat
Blacks badly. They are very curt with them and do not take the
time to explain things to them because they assume they are too
dumb to learn."

A white middle level manager from the same company:
"Blacks are stereotyped as being lazy. When people are looking
for a reason to find fault they will use anything."

And finally, a Black lower level manager from Cousins
Manufacturing: '"People express the bel}ef that Blacks are nét
able to qualify for top positions and that Blacks should work

hard like Jackie Robinson to get what they want. Some of my
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co-workers believe that Blacks eat watermelon with their hands
and have loose morals."

The second most frequently mentioned response related to
the managers' experiences of hearing whites express negative at-
titudes about Blacks being given bette: opportunities than whites.
In other words, these whites believe that reverse discrimination
is taking place and they dislike it. Chapter V showed without a
doubt that whites are still given tremendous advantages over Blacks.

Some of the representative statements of this attitude are:

A Black lower level manager from Deuce Public Utility:‘

"In my department you hear whites say that Blacks are taking over.
You also hear whites say that they dislike militant Blacks or
Blacks that come on too strong. They always say Blacks do not do
their jobs correctly or they don't have the ability.',

A lower level Black manager from Triple A Bank put it this
way: "I hear the old sgyings like 'we don't see why you niggers
want so much' or 'you Blacks are getting all the breaks.'"

A vhite middle level manager and a white lower level man-
ager from Cousins Manufacturing made these statements: "I hear
comments about reverse discrimination, caustic comments about the
term Black is Beaut.ful, and comments about the toughness of getting
jobs for whites in the labor market because of Blacks. There is
hostility and resentment among the whites. I hear whites complain
about being forced into situations in which they have to hire
Blacks who cannot do the job. You also-hear remarks that until

the welfare system came, people had to be concerned about their

superiors' opinions."
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Another frequent type of response by the white and Black
managers was that some white managers have said openly that they
do not want Black employees in their departments or that they
will not work with them and/or they will not promote them.

Ayhite lower level manager in Ace Public Utility said,

"I have associates who are definitely prejudiced. They would not
promote a Black person."

| A white middle level personnel ménager from Cousins Manu-
facturing said he has received riquests by some of the white man-
agers not to send them any more Blacks: '"There are pressures on
Personnel people to come up with a balance in the rate of candi-
dates--in other words some of the white managers say 'please send
us some whites tvo.'"

A Black lower level manager from the same company suppdrted
the white manager's experiences: '"One white manager in léwer level
sent a written memo to Personnel saying that he didn't want any more
Blacks in his department because they were lazy and didn't want to
work. The situation is manifested by each department--they say they
have their quotas and don't want any more."

Some of the Black managers indicated that their relation-
ships with their superiors and/or subordinates are hinderecd be-
cause of the white employees' negative attitudes about Blacks.

For example, two Black lower level managers from Triple A Bank
related these experiences: "One employee woula~'t talk to me

even though it was his job." The other manager said: "When I
first got here, even though I was an Assistant Manager, my au-

thority was questioned by my subordinates."




< _ 260

A Black lower level manager from Aunts Manufacturing had
a similar experience: "When I became an Accoﬁntant Supervisor
my boss did not introduce me to anyone in the department and he
did not assist me in any way."

A final response by a Black manager gives some insight
into what conversations go on among whites: '"Because most people
believe I am white (he has light.skin, straight hair, and blue
eyes), they express all types of negative attitudes about Blacks
to me; however, when I disagree with them and point out that I am
Black they don't know how to act or what to say. They usually say
that they really didn't mean what they said and that they have
colored friends, went to school with them, etc."

A. Summary and conclusions of the managers'
views of the racial atmosphere

This section has shown that a majority of the white and
Black managers believe that many whites in their firms possess
negative racial attitudes and feelings about Blacks and that maay
whites express these feglings and attitudes. It was pointed out
that the upper level white managers are more aware of negative
racial atmospheres in their firms than the lower level managers
and the lower more so than the middle level managers.

A possible explanation for thi: is that many of the senior
levels of management have been made more sensitive by governmental
and civil rights pressures of the need to correct past discrimin-

atory policies; thus, they arec more aware of the difficulties

created by negative white attitudes and feelings in their attempts
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to formulate and implement their AAPs. In addition, they are
better educated and more politically aware. A probable explana-
tion for the middle levcl managers' lack of awareness of a negative
racial atmosphere in their companies is that they are the most
isolated group of white managers because there are few Blacks at
that level, compared to the lowver level, and they are isolated
from the governmental and civil rights pressures. Thus, compe-
tition from Black managers, supervising Blacks, and being contin-
wously pressured from internal and external groups to improve the
employment of Blacks which bring out into the épen such remarks,
attitudes, and feelings, are less in the middle levels of manage-
ment than in the other l«vels of management.

It was also pointed out that the younger Black managers
are much more aware of an anti-Black atmosphere in their companies
than the older Black managers. An explanation for this difference
is that the younger Bl: ck managers have been brought up in an at-
mosphere of more intense Black pride and racial awareness than the
older Black managers. This makes them more sensitive to negative
white attitudes and more willing to be critical of them than many
of the older Black managers who have had more difficult times in
the corporate world and in white society in general. These older
Black managers probably have become immune to negative white at-
titudes and/or believe things hav. improved to such a degree that
the negative vhite attitudes that presently exist are nothing com-
pared to past attitudes; therefore, the; do not believe these at-

titudes cxzist sufficiently to say they are aware of them.
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Another important finding in this section is that many
managers, especially the white managers, believe that negative
racial attitudes of whites are not translated into negative be-
havior toward Black employees. This position would be more ac-
ceptable if the firms all had strong, well-developed AAPs with
appropriate implementation, compliance, and disciplinary proce-
dures, which would assure that white managers who hold racist at-
titudes will not translate those attitudes into discriminatory be-
havior against Blacks. This is not the case; thus the consequences
of such attitudes can only mean that the firms' AAPs will bc dis-
torted, revised, and/or not carried out.

Kenneth Clark makes several significant points about

white racial attitudes:

In a society, it can become fashionable to
disiike some group of pecople for various rea-
sons: '"Everyone else dislikes Jews and Negroes.
I can't be different. I must dislike them,
too. If I don't, my friends will reduce me
somevhat to the status of these disliked
people." In time, these ideas and attitudes
become ingrained in the individual, accepted
as a normal, natural way of life, and become
more and more intense in motivational value.
They become an aspect of life style, enmeshed
in status, privileges and personal aspirations.
Any attempted change in this ,[attern of racial
habit appears as a definite threat to the in-
dividual and to the group from which he ob-
tains his subjective, if not actual, stability.

Rarely, it appears, can one view this prob-
lem in terms unencumbered by the dominant and
subtle tendencies and racial attitudes of Amer-
ican background and culture. When an indivi-
dual does appear to have succeeded in freeing
himself from these attitudinal and behavioral .
determinations, it is quite likely that he
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will lose his status or have his prestige or

power modified in the white group. In-order to

regain it, he must make concessions, however

subtle, in the direction of the crystallized

pattern of racial attitudes. TFew personalities

are able to withstand these permeaiing pressures.

Another consequence of such rarial attitudes is that the

Black managers will be excluded and will not be able to benefit
from the informal work networks which play very important roles
in a manager's success and job performance. 1In addition, be-
cause of such racial attitudes, Blacks will be excluded from

the social networks outside of work which are also very impor-

tant for success in business.

The White Managers' Personal Opinions About Blacks

The previous section discussed the white managers' opinions
about other white employees' racial attitudes, feelings and remarks
about Blacks. This section will discuss their own personal views
and attitudes about Blacks. One would expect the white managers
to be more willing to admit that other employees have negative
racial attitudes and feelings than themselves; therefore, one
would expect a smaller percentage of white managers admitting
and/or expressing negative racial attitudes about Blacks. Yet
it will be seen that only 9 percent of the white managers in
this study did not make any negative racial comments about Blacks

and/or agree to any such statements.

IKenneth B. Clark, "A Psychologist Looks at Discrimination
Patterns,'" MBA, Vol. 6, No. 4, Jan., 1972, p. 34.
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One manner in which the managers' racial views were
solicited was to ask them their degree of agreement with a num-
ber of stercotype statements about Blacks. The frequency dis-
tribution of the responses to each of the five stereotype state-
ments is shown at the end of each statement in Table 4.

Quinn, et al. indicated in their study, using almost the
same stercotype questions about Jews, that if a person was abso-
lutely nqi\in agreement with any of the questions they would
strongly disagree. As can be seen by the managers' responses, the
intensity of their disagreement falls short of what one would ex-~
pect of whites who are completely free of negative racial atti-
tudes.4

The overall percent of white managers who agree with each
statement is quite small; however, almost one in three agrce with
at least one of the staiements.

What is interesting atout these responses is that 46 of
those managers who agreed with at least one of the statements
are male and only one female agreed with one of the statements.
This supports the general contention that white females do not
hold as many or as strong negative racial attitudes as white
males.

1f one considers a manager who agrees that he/she could
hardly imagine himself/herself marrying a Black as having a racist

attitude and if it is included with the previous five questions

4gec Quinn, et al., p. 8.
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TABLE 4

THE WHITE MANAGERS' DEGREE OF AGREEMENT WITH NEGATIVE
STEREOTYPE STATEMENTS ABOUT BLACKS

Stereotype Statement Strongly Strongly
About Blacks Disagree Disagree Agree Agree Other

There may be a few
exceptions, but in
general Blacks are
pretty much alike. 3% % 54 % 5% 1z 17

Even though there

are some exceptions,

most Blacks have

annoying and offen-

sive faults. 29 67 3 1 0

Most Blacks whr

aspire to bocome
managers in the bus-
iness world do not have
the personal character-
istics needed to be-~
come successful man-~
agement persons in

this company. 24 64 10 2 0

In general, Blacks

have low I1.Q.'s and

less technical and

analytical competence. 26 57 15 2 0

In general, Blacks

are pushy, loud, ar-
gumentative, arrogant,
obnoxious, and aggres-~
sive. 33 63 4 0 0
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in a new index, three out of four of the white managers agree
with at least one of these statements. See Table 5 for the

frequency distribution.

TABLE 5

INDEX OF WHITE MANAGERS WHO AGREED WITH
NEGATIVE STATEMENTS ABOUT BLACKS

Number of Questions Agreed With Percent of White Managers
Who Agreed

No Negative Views of Blacks 0 24 %

1 51

2 17

3 6
Extreme Negative Views /
of Blacks 4 2
Total 100

When various variables ure controlled for, it is found that
the manager most likely to hold these negative stereotype attitudes
about Blacks is a white,‘middle/upper level male, with limited
education, over 40, and has contact with Blacks only at work and/or
civic and/or business organizations. These characteristics de~
scribe many of the managers who are in responsible, influential
and powerful positions in these firms.

The previous questions dealt with general stereotypes

which one frequently hears about Blacks in our society. The
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next question attempts to evaluate the white managers' opinions
about Black people's fight for equality. The primary reason for
including this;type of question is that there is a general be-
lief among many white Americans that Blacks are pushing too hard
and too fast for equality. Since this attitude, if possessed
by many white managers in the corporate world, could seriously
affect the opportunities available for Blacks in their firms, it
is important to find.out how prevalent this attitude is among the
white managers in the participating firms. The specific ques;ion
the managers were asked was: Do you believe that Blacks are pres-
sing their case too hard? Forty-four percent of the white males
and 30 percent of the white females answered affirmatively.
Younger, more educated, white managers are less likely than older,
less educated, white managers to believe that Blacks arc pressing
their case too hard.

Thirty percent ;f the white managers who believe that
Blacks are pressing too hard qualified their statesuents by saying
they believe the militants are pressing too hard but the moderates
are not. Here the problem arises in defining who are moderates
and who are militants. Some managers might believe someone who
peacefully pickets a company is a moderate; however, if their
company is the subject of the picketing they might beliecve the
person is a militant. In addition, a non-militant Black to many
whites might be a Black who always agrees with the whites.

Several of the other reasons the white managers believe

Blacks arc pressing too hard are as follows: 17 percent believe
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Blacks are pressing too hard because of the violent tactics they
sometimes use; 21 percent believe that Blacks are too impatient
and they want everything now; and 14 percent believe that Blacks
just want things because they are Black. The white managers who
gave these last two reasons definitely will have problems dealing
with Black employees.

Some of the white managers' typical responses to why they
believe Blacks are pressing too hard follow:

A white lower lcvel manager from Triple C Bank replied:
"They are going overboard. They had the riots and got the atten-
tion they wanted. Now Blacks are demanding respect and that's
one thing you can't demand. You have to work for it."

A white lower level manager from Ajax Manufacturing:

"I believe Blacks are pressing their case too hard in the educa-
tional area. I believe money is being wasted on Black Studies.
We are being forced to educate them all at once."

Another white manager from the same company: 'Blacks have
more publicity on T.V. and in the papers than whites. White po-
litical leaders are takihg advantage of the Black vote. The
government should not force industry to hire Blacks.".

A white bank manage:r who is located in a predominantly
Black neighborhood} "1 am called all types of names because 1
von't give someone a loan and I'm threatened. I have changed my
policy because of the large losses--now I won't cash checks for
non-depositors. This bank has been bombed five times."

A white middle level manager from Triple A Bank made a
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statemeat which shows white pecoples' ignorance of Black people
and the Black movement and thus a tendency to distort the truth:
"The militants are pressing too hard and the non-militants are not.
Some organizations that are trying to improve the Black man's
image are pushing too hard like the Muslims. The only image I
have of the Muslims is what I read in the newspaper and see on
television. Even though I don't know much about them I have a
negative image because I see how they have located themselves in
houses with big gun arsenals.'" The fact of the matter is that
the Black Muslims have clearly adopted many aspects of the Pro-
testant ethic. In fact last year they received a $.20 million
loan from several white banks to continue in their business
endeavors.

Another white lower level manager from Triplé C Bank:
"The extreme groups are pressing too hard--they feel that just
becaus‘e they are a minority race they should be given everything
whether they are qualified or not. They don't want to work for it."

Ambivalent feelings were expressed by an upper level white
manager from Aunts Manufacturing: '"There is ample evidence that
equality is not achieved through evolution. Human nature must be
pushed. But I don't agree with all the tactics."

Finally, a white middle level manager from Deuce Public
Utility: "When the Blacks are criticized they will yell discrim-

ination--they will use it even if it's not there. The company is

L]

"

guilty even before they are proven innocent." This manager’s
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statement is representative of the feelings of a substantial
minority of the white ;;nagers. Even though they did not indi-
cate it as a rcason why they believe Blacks are pressing too
hard, they did indicate their agreement with this manager’s
position when they were asked to what uegree they agreed with
the following statement: A Black once promoted could not be
demoted even if inadequate in his new role without undeserved
charges of discrimination. One out of three agree and only one
out of ten strongly disagree.

When the white managers' contact with Blacks on-the-job
was correlated with their responses to the statement about un-
deserved charges of discrimination, there were no great differ-
ences in responses between the managers who had very frequent,
fairly frequent, not very frequent, and no contact at’ all with
Blacks on-the-job. What can be concluded from this is that even
though many of the white managers do not bave much contact with
Blacks on-the~job--and therefore cannot base their responses on
personal experiences--they believe that Blacks cry discrimination
frequently and unjustifiably. There is further support for this
argument when the white managers' overail contact with Blacks at
work, at organizations, and social activicies is correlated with
their responses to the statement about undeserved charges of dis-
crimination. The data clearly show that white managers who have
no contact with Blacks at all are more likely to agrece with the

statement than those who have a grea. deal of contact with Blacks.
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In short, many whites who agree with this statement do so without
any personal experiences; it is simply conjecture on their part.
This of course leads to the problem that they will, if put in

the situation, never look closely at legitimate Black complaints.

.Going back to the question about Blacks pressing too hard,
mary of those white managers who do not think that Blacks are
pressing their case too hard gave reasons that are quite similar
to those that the white managers gave who think that Blacks are
pressing too hard. For example, 37 percent believe that in geun-
eral Blacks are not pressing too hard but that the militant Blacks
are. Another 10 percent believe that Blacks are pressing too hard
when they use violent tactics. However, 17 percent of the white
managers said that if Blacks do not pressure white society there
will be no change. !

As one white manager from Ajax Manufacturing said: "I
think about the Indians who are being peaceful and not getting
anywhere, so Blacks would not be getting anyvhere if they were
not pressing . . . ."

Thus far in this section two main areas have been re-
viewed—--the white managers' agreemert with several stereotype
attitudes about Blacks and their attitudes about Black peoples'
efforts to achiev. equality. The white managers ' responses to an
open-ended question which gave them the freedom to express their
feelings about the Black managers with ~whom they have had direct
contact will now be reviewed. The managers were asked: What are

some of the good and bad characteristics you have observed about

Black managers?
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More than one out of five of the managers could not answer
this question because they have had very little or no contact with
Black managers. Another one out of five said that there are no
outstanding good or bad characteristics which they have observed
about Black managers which they have not observed about white
managers.

The most frequently mentioned good characteristics are:
Black managers try harder to get along witﬁ and understand people
and Blacks are hard workers, dedicated, confident, and ambitious.

Ferman in his study also found that white managers do
praise Black managers. He wrote:

The greatest satisfaction was expressed with
Negroes in technical or professional employment.
Frequently, their performance was described as
"above average,'" and they were "able to hold
their own."? !

With regard to/bad characteristics, the white managers
generally expressed the old sterectype attitudes such as Blacks
are arrogant and aggressive, yet they are lazy and not dependable,
lack confidence, and are culturally different.

Table 6 shows the good characteristics of Black managers
mentioned by the white managers and Table 7 the bad characteristics.

Some of the white managers' responses are:

A white middlte-leyel manager from Triple A Bank: "They
have an above—it-a#l att{%%de. They do have the technical ability
to do their jobs and some o%lthe best Blacks have a practical ap-—

proach to the problems of business.”

5Ferman, p. 73.
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TABLE 6

GOOD CHARACTERISTICS OF BLACK MANAGERS

Good Characteristics Percent of White
Manapers Observing
these Characteris-

tics (N=156)

Blacks are nicer to people than are whites;
they have a greater understanding of people;
they try harder to get along with people. 28 ¥

Blacks are dedicated, confident, ambitious;

they try extremely hard; they have a high

motivation; they have a genuine interest to

really want to succeed and show the world

they have what it takes. 27

Can't answer; doesn't work with Black
managers or has very little contact with
Black managers. 22

No difference; there are no outstanding good
or bad characteristics that the respondent
hasn't observed in white managers. 21
No general good characteristics observed

about Black managers, but they do have some

bad characteristics. 5

Most Blacks are slightly better qualified. 3

Blacks have firm characters and are good

decision makers; they have good judgment. 3
Blacks are fairer with people. . 3
Other 4
Total® 116

* .
The total percent is over 100 becausc the managers could
give as many good characteristics as they wished.
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BAD CHARACTERISTICS OF BLACK MANAGERS

Bad Characteristics

Percent of White
Managers Observing
these Characteris-

tics (N=156)

No general bad characteristics observed about
Black managers, but they do have some good
characteristics.

Blacks are too independent, arrogant, and
aggressive; they have a chip on their
shoulder attitude; too imj.tient.

Blacks tend to back away from confrontations
with both Black and white employees; Blacks
lack assurance and confidence.

Blacks take advantage of their Blackness in
the work situation, i.e., they blame every-
thing on race.

Blacks have a lazy attitude; they are not
dependable or reliable; they are late and

never return calls.

Blacks have a different culture, i.e., language,
life-style, values, attitudes, personality, etc.

Blacks are less likely to express legitimate
complaints because they fear whites will think

they are too sensitive.

Blacks tend to test whites when they really
don't have to.

Blacks are slow learners.
Other

*
Total

11

62

*The total percentage does not equal 100 because not all
of the white managers believe Bliack managers have bad character-

istics and some bhelieve they have more than one.
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With regard to Blacks working hard and trying hard, a
white middle level manager from Ace Public Utility: '"They are
trying exceptionally hard to be exceptionally good managers.
Blacks try harder than most of their white peers. They know they
have a tougher road--this is more of an incentive. I know of no
bad characteristics."”

An upper level manager ffom the same company: 'Blacks
tend to back down in confrontations. Their Blackness gets in the
way of their courage and convictions. Some of their good char-
acteristics are honesty, cheerfulness, humility, and sensitivity."

A white middle level manager from Aunts Manufacturing men-
tioned these conflicting characteristics: "In some cases an over-

f
awareness of being Black, therefore they are less confident in
making decisions or, on the other hand, an over—arrogﬁnce because
they are Black."

A white upper level manager from Triple C Bank made these
comments: ''They have a genuine interest to want to succeed to
show the world they have what it takes. They understand each
other better than whites understand each other. They are reluc-
tant to face’distasteful situations--they don}t want to counsel
bad employees. They are a little less profit motivated."

Finally, a white middle level manager from Triple A Bank
observed: '"They can relate to the Black community like no one
else can. The young Blacks won't talk to me. Some of the Black

managers feel that they don't have to produce because they are

Black and the company will promotc them anyway."
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Overall White Racist Attitudes

Up to this point, the managers have had the opportunity to
discuss their views of Black pcople directly and indirectly in
such questions as: How do you explair the seeming underutilization
of Blacks in industry?, and How do you explain the incidence of
Black managers in your company? In order to check the managers'
overall racial attitudes, an overall racial index was formed.
The index included fourteen questions which either directly or in-
directly allowed the managers to express racial attitudes. The
questions and responses required to receive a score of one follow:

How do you explain the seeming underutilization
of Blacks in industry? (Negative stereotype responses)

How do you explain the incidence of Black managers
in your company? (Negative stereotype responses)

Why Blacks can or cannot make it in the corporate
world today. (Negative stereotype responses)

Why Blacks are pressing too hard. (Negative stereo-
type responses)

A Black, once promoted, could not be demoted, even
if inadequate in his new role, without undeserved
charges of discrimination. (Agree or Strongly Agree)

There may be a few exceptions, but in general Blacks
are pretty much alike. (Agree or Strongly Agree)

I can hardly imagine myself marrying a Black. (Agrce
or Strongly Agree)

Even though there are some exceptions, most Blacks
have annoying and offensive faults. (Agree or
Strongly Agree)

I probably would not choose a Black person for
promotion if an equally quglified non-Black were
available. (Agree or Strongly Agree)
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In general, I am reluctant to hire and promote
Blacks into important management positions. (Agree
or Strongly Agree)

Most Blacks who aspire to become managers in the
business world do not have the personal character-
istics needed to become successful management
persons in this company. (Agree or Strongly Agree)

In general, Blacks have low I1.Q.'s and less technical
and analytical competence. (Agree or Strongly Agree)

In general, Blacks are pushy, loud, argumentative,
arrogant, obnoxious, and aggressive. (Agree or
Strongly Agree)

What are some of the bad characteristics you have
observed about Black managers? (Negalive stereotype
responses)

The responses of the white managers by sex are shown in
Table 8.

Al though there were fourteen questions which allowed the
managers to express racial attitudes about Blacks--nife of the"
questions specificaily related to soliciting such attitudes and
five which did not specifically seek out racial attitudes—-none
of the managers responded negatively to more than ten. Because
only two of the white managers expressed racist attitudes on
seven or more of the questions, one should not consider that iﬁ
general the white managers have favorable view: toward Blacks.

If this index is compared to the index of six stereotype state-

ments about Blacks, it becomes clear that the white managers are

less likely to agree with direct stereotype questions about Blaiks
and more likely to express stereotype remarks to open-cnded questions.

Only 9 percent of the white managers did not-express or

agree with any racist remarks about Blacks. If the question
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TABLE 8

‘WHITE MANAGERS' OVERALL RACIAL ATTITUDES

Number of Anti-Black Responses White White Total

Males Females
(N=133) (N=23) (N=156)

No Anti-Black Responses 0 8 % 13 % 9 %
1 20 17 20
2 25 44 27
3 23 © 17 22
4 8 9 8
5 8 0 7
6 6 0 5
7 1 0 1
Extreme Anti-Black !
Responses 10 1 0 1
Total ’ 100 100 160

regarding marrying a Black is taken out of the index, 19 percent
of the white managers did not express some type of racist attitudes
about Blacks. Table 8 also shows that the white females have less
racist attitudes than the white males.

Whether the managers expressed racist views or not did
not appear to depend on the race of the interviewer. For example,
28 percent of the white managers interviewed by the writer, 31
percent interviewed by the white femalé interviewer, and 29 per-

cent interviewed by the white male interviewer scored 0-1. In
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addition, all the interviewers had approximately 20 percent of
the white managers scoring 4-10.

The index of the six questions specifically looking at
negative racial attitudes of the white managers'which was dis-
cussed in the first part of this section indicated that the less
educated white, middle/upper level male managers over 40 who had
some contact with Blacks held thé most racist attitudes.6 Would
these characteristics still describe the typical managers with the
most racist attitudes when eight more questions are added to the
index?

Although there is wide variation in each age group, the
younger managers tend to express the least negative racial at-
titudes. Forty-four percent of the managers 30 or younger scored
0-1, compared to 35 percent of the managers bctween the ages of
31 and 40 and 26 percent between the ages of 41 and 50. None of
the managers over 50 scored O and only 16 percent scored 1.

While there is a tendency in the first index of six ques~-
tions that the more educated managers are least likely to agree
with direct steroetype questions about Blacks, there is no cleér
tendency in the index presently under discussion. .

It seems that while educated white managers are less
likely to agree with direct stereotype questions about Blacks,

they are more likely to make negative stereotype statements about

6Family origins did not seem to have any relationship to
the managers' racicl attitudes. This finding was supported by
Angus Campbell. See Campbell, p. 53.
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Blacks in open-ended questions, which allow them to justify their
responses. o

When managerial level is used as the control variable, it
becomes obvious that there are white managers who have racist at-
titudes in every managerial level. Even though the managers in
the top level of management represent less than 20 percent of our
sample, they make up 40 percent 6f those ten white managers with
the most extreme racist attitudes (score 6-10). Furthermore,
only 3 percent of the top managers did not express some type of
racist attitude, compared to 9 percent of the middle level mana-
gers and 13 percent of the lower level managers.

Because an urequal number of upper level managers)were
interviewed from each company, it should be remembered that the
upper level management views generally are those from Ace Public
Utility, Triple A and C Panks, and Aunts Manufacturing. No great
differences occur in the racial attitudes of the upper level mana-
gers from the various companies; however, the upper level managers
in Ace Public Utility scored just slightly lower on the racial
index. As noted earlier;'this might be an indication that al-
though some managers harbor negative racial attitudes,if there are

continuous forceful external and/or internal pressures on the man-

agers to practice equal employment opportunities their racial views
might not greatly affect their treatment of Black managers.
When the index on the white managers' frequency of contact

with Blacks is correlated with the index on racist attitudes, it

is found that the white managers with a great deal of contact with
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Blacks are more likely to have positive racial attitudes than those
vwhite managers with no contact at all and those white managers with
no contact at all are more likely to have positive racial attitudes
than those white managers with only little contact with Blacks,
which 1s generally at work. This point should not be exaggerated:
Many of those white managers who have a great deal of contact
with Blacks do hold racist attitudes. They are generally less
strongly held than the racist attitudes of those white managers
who have little or no contact with Blacks. Campbell provides con-
sistent evidence from a national sample:

o .

Although this relationship is sizable, it is

apparent that many white people have attitudes

toward racial integration which have no relation

to their own interracial contacts, It is par-

ticularly impressive that a substantial number

of those people who claim to have had Negro

friends respond negatively to our proposals of

various forms of contact with Negroes. Assuming

these friendships to be real, they seem to be

ragarded by these pe¢,'le as purely idiosyncratic,

having no relevance to the larger issue of inter-

racial contact.’

Thus, business executives and government officials should
not believe that all they have to do is expose their white em-
ployees to Blacks and their white e:.ployees will develop positive
attitudes toward Blacks. Contact with Blacks can either produce
better or worse attitudes among whites, depending on the cir-
cumstances.

Interestingly, those managers who consider themselves

liberals are generally less racist than those who consider themselves

’Campbell, p. 10.
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moderates and the moderates arc loria ,¢ist than the conservatives.

Because of the fact that Democratu penerally consider themselves

more liberal or moderate than Repulili, ang, it is not surprising

that they are less racist than Repulili¢.ans. The eight white man-

agers who consider themselves Indcpenmidonts are even less racist

than the Democrats,

A careful review of the Interview schedules of those
fourteen white managers who expres:ed no negative racial attitudes
and those ten white managers who ¢xpivuued the most negative ra-
cial attitudes produces no general hayacteristics which could

distinguish eétﬂér group. The only tuct which appears is that
those white managers with less raciat attitudes are generall - more
confident about their chances of achicving their desire: career
goals than those white managers whu .pressed the most racist
attitudes.

A. Summary and conclusions of the ovopyll
white racist :ttitudes o

This section has illustrated (Lot only one out of ten of
the white managers in fhis study do nay possess any negativevracial
attitudes about Blacks. Although whij. managers of all ages, edu-
cational levels, managerial levels, .ud sexes hold racist attitudes,

the most racist views are concentr:ale among the white,=middle/

upper level male managers, over 40, whn pre very religious,8 and
81n Chapter II it was polunt¢d wut that the most religious
managers generallv hold the most vavi:t attitudes.

O

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

283

who have little contact with Blacks. Campbell supports this:

From this array of questions and answers we see
something of the general configuration of white
attitudes in the cities. It is apparent that

the white population varies greatly in its feel-
ings about race and that no “typical' person can
be identified who might be said to represent the
total. The safert conclusion we can draw from
the distributiors we have presented is that white
Americans in the cities are not predominantly
located at ei.her extreme of our scales of racial
atiitudes. . . . In between are those numerous
people whose perceptions are attitudes are ambi~
guous and conflicted, who are variously fair-
minded, apprehensive, resentful, defensive, ill-
informed, and indifferent.?

1}

How the Managers Deviate from the Formal
Policies of Their Companies

Keeping in mind the white managers' racial attitudes and
the complaints which both the Black and white managers have about
their companies' employment policies, it would be of “interest to
see what, if any, relationships exist between these views and
attitudes and the manner in which the managers deviate from the
formal policies of their companies.

The vast majority of the Black and white managers believe
Blacks should be hired and promoted on the same basis as everyone
else. )

There is a subtle difference between the interpretations
of the Black and white managers who agree that Placks should be
hired and promoted on the same basis as everyone else. The Black
managers arce ¢-sentially saying that all they want are equai op-

-

portunities and they will be able to make it, while the white

JCampbell, p. 19.
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managers are essentially saying that Blacks should not be given
any advantages--in other words, they oppose reverse discrimination.
As has been noted before, since whites ar- so used to having the
advantage, they might believe any movement towards equal opportun-
ities is reverse discrimination.

All of the Black and white managers, about one in five,

who disagreed said they would give advantages to the Blacks until

' with the whites.

they have "caugh; up’
Although one out of eight of the white managers said they
believe Blacks should be promoted on the same basis as everyone
else, they indicated that either they would not promote an equally
qualified Black, if an equally qualified white were available, or
they would not promote a Black into an important management position.
Anticipating the fact tlmt there would be a genecral belief
among the managers that everyone should be promoted on the same
basis, an attempt was made to try to determine which other factors,
if any, the managers would consider when evaluating the promotabi-
lity of a management candidate besides lack of experience and job
knowledge. Table 9 shows the managers' responses to the following
question: What are the kinds of things about a managgment candi-
.date that might make you hesitate to hire or promote him/her,
other than his/her lack of experience and job knowledge?
Only 10 percent of the Black managers and 5 percent of
the white managers indicated all they would look for is experience

and job knowledge. There is general agreement among the Black and

white managers that an individual should be able to relate and get
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TABLE 9

THINGS ABOUT A MANAGEMENT CANDIDATE THAT MIGHT MAKE THE
MANAGERS HESITATE TO HIRE OR PROMOTE HIM/HER OTHER
THAN HIS/HER LACK OF EXPERIENCE AND JOB KNOWLEDGE

Things Managers Consider Detrimental to Black White
Hiring and Promoting Opportunities Managers Managers
(N=116) (N=156)

Lack of ability to relate and get along
with people 56 % 55 %

Lack of hard work, resourcefulness,
initiative, ambition, aggressiveness, etc. 26 30

Lack of leadership ability and/or good

judgment , 17 23
Lack of personal hygiene and neatness 9 7
Lack of self confidence 6 3
Lack of maturity, stability, responsibility 6 1

Lack of loyalty, commitment, or identifi-
cation with the company 5 15

Lack of respect for minorities, i.e.,
bigotry, racism, prejudice 5 2

Lack of ability to express oneself
verbally and written 4 6

Over-aggressiveness, too arrogant, cocky,
too militant, chip on shoulder attitude, etc. 4 9

Lack of conformity to a conservative appear-
ance, i.e., long hair, beards, loud dress, etc. 3 5

Lack of honesty, integrity, ethics, sincerity,

morality, etc. 3 5

Other . 3 3

None v 11 5
*

Total 158 169

*
The total percentages are over 100 because many managers
gave more than one responsec.
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along with people, have written and verbal skills, be s hard, re-
sourceful, ambitious worker, be neat and clean, wear "proper"
dress, have leadership ability and good judgment, and have con-
fidence. There are large differences on such things as company
loyalty and attitudes. The previous responses suggest that many
factors other than qualifications, i.e., specific job knowledge
and work experience, are taken into consideration when an indi-
vidual is being evaluated for a managerial position.

While many of the above factors such as leadership, ambi-
tion, initiative, and ability to get along with people are essen-
tial for success in some positions in the business world, the
problem arises when one attempts to decide how such criteria can
be rationally and objectively evaluated. It is extremely difficult
to determine how essential factors such as conformit; in dress'and
attitudes are to perform a job well. |

Even though the companies have written employment policies,
many Black and white managers feel they can freely deviate from
their companies' policies but only about one-third of them actually
do.

The primary manner in which the Black managers deviate from
the policies is that they overlook work experience (seniority) if
the individual has the educational background and/or initiative
and drive. This would be expected since the seniority system is
the most frequent change the Black managers would make in tﬁeir
companiecs' promoting policies. The primary manner in which the

white managers deviate from the policies is that they overlook
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educational experience if the individual has seniority and/or
ambition and drive. Again, some white managers want to put more
emphasis on the seniority system; however, there are almost as
many white managers who would overlook seniority if the indivi-
dual had the educational background.

Table 10 lists the ways in which the managers deviate
from their companies' hiring and promoting policies.

What is interesting here is that none of the white mana-
gers indicated that they deviate because of an ind vidual's race,
even though nine out of ten have various degrees of anti-Black at-
titudes and one out of eight said they would not hire or promote
an equally qualified Black if a white were available and/or would
not promote a Black into an important management position. This
indicates that white managers will not freely admit that they
will discriminate against Blacks because at the present time it
isn't the proper thing to admit.

Another manner in which it was attempted to find out if
the ﬁanagers deviate from their companies' employment policies was
by asking them.to what extent they would take into consideration
the feelings of those customers and distributors, management per-
sonnel from other companies, peers and subordinates, immediate
superiors, and managers above their immediate superiors who would
feel uncomfortable if they hired or promoted a Black into a man-
agement position.

Quinn, - al. noted that many managers in their study

basced their employment decisions on how they believed certain
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TABLE 10

HOW THE MANAGERS' EMPLOYMENT DECISIONS DEVIATED
FROM COMPANIES' EMPLOYMENT POLICIES

Types of Deviations Black White
Managers Managers
(N=32) (N=69)

Overlooked educational requirements,
if the individual had work experience
and/or drive and initiative. 45 7% 13 %

Hired and promoted individuals when
others recommended against it. 33 11

Overlooked work experience (seniority),
if the individual had the educational
background. 21 6

Overlooked seniority, if the indi- ’
vidual had drive and ambition. 9 17

Gave higher salaries than policies
indicated. 9 8

Promoted equally qualified Blacks
before whites. 9 0

Did not rely on tests as much as
the company policy indicated they
should. 6 8

Gave people a second chance. 6 3

Really can't say deviated because

the pciicies are so broad and general. 3 34
Other 0 6
Total” 120 100

*Some Black managers deviated in more than one way;
therefore, the total percentage is over 100.
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other third parties would act. They wrote:

- In an earlier study of the criteria affecting
personnel decisions, many supervisors reported
that nonability criteria were important in judg-
ing a managecrial candidate. When asked why they
were important, a frequent argument was that even
though the manager was not prejudiced against a
minority, the man he hired might have to deal with
many people who were prejudiced. 1In deference to
their wishes, he felt obliged to discriminate
against the minority. Such a reply embodies the
"third party" argument. The logic used by those
employing it was described thus:

"The decision . . . is not based solely on
the behavior of the worker and the judgments
of his superior; the second-guessed opinions
and reaction of others whom the worker may
encounter are also honored."10
It is striking that the Black managers indicated that they would
take into considerziion the feelings of those third parties such
as customers, distribut.rs, managem: .t personnel fro? other com~‘
panies, subordinates, peers and superiusrs more than the white
managers on some questions, and almost as much on others. For
example, 33 percent of the Black managers and 23 percent of the
white manacors who said that their customers and distributors
would feel uncomfortable about having Blacks in maragement posi-
tions would take into consideration their feelings, at least to
some extent. .
In attempting to find out why the Black managers would
take into considcration the racial attitudes of others, the typi-

cal response was that Blacks must face the reality that their

firms are not truly committed to their AAPs; therefore, they must

10Quinn, et al., pp. 34-35.
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take into consideration the feelings of these various groups,
whether the Black managers like it or not, in order to place
Black managers in positions where they will be most effective and
have the best opporfunities to demonstrate their abilitigs and
achieve their objectives. Once the firms are really committed to
equal employment opportunities for Blacks this will not be necessary.
The influence of senior management in direcping chdnge in
employment policies can be seen by the fact that the lower level
managers, Black and white, are more likely to take into considera-
tion the feelings of managers in the levei above them; therefore,
if top management makes it known withéut a doubt that they want
all employees to receive equal treatment, the managers in the lower
levels of management are more likely to comply with the orders.
While this question does not tell us what fiﬁél action
would be taken by the managers, i.e., if they would or would not
hire or promote a Black, it is’probably safe to assume they would
ﬁot favor Blacks in view of their racial attitudes, the racial
atmospheres which exist in these firms, the weak Affirmative Action
Programs, and the seeming lack of commitment from top management.
The managers were further asked if they would.have answered
differently any of the questions about the uncomfortable feelings
of the customers and distributors, management personnel from other
companies, peers and subordinates, immediate superiors, and mana-
gers above their immediate superiors ten years ago. Four out of
five of the Black managers and three out of four of the white man-
agers would have answered the questions differently ten years ago.

The reasons for this are in Table 11.
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TABLE 11

WHY THI MANAGERS WOULD HAVE TAKEN MORE INTO
CONSIDERATION OTHER GROUPS' FEELINGS
ABOUT BLACKS TEN YEARS AGO THAN NOW

Reasons Black White
Managers Managers
(N=100) (N=114)

Would not have been able to answer the

questions ten years ago because would

not have had this position then because

of the firm's discriminatory practices. 32 7% 0

N

Was not conscious of himself/herself as

a Black man/woman ten years ago, i.e., was

apathetic; might have attempted to over-

look whites' negative attitudes toward

Blacks. 26 .0

White attitudes have changed, i.e.,

corporations and white society in gen-

eral have more positive attitudes . /

toward Blacks. 27 52

The company now has an Affirmative Action
Program, but in the past discriminated
against Blacks. 12 21

Would have been more influenced by

negative white attitudes of workers and

customers ten years ago; therefore, would

have been careful in hiring and promoting

Blacks. - 5 13

Was not aware of the racial situation
and/or did not have as much knowledge
about racial issues ten years ago. 0 22

Would not have been able to answer the
questions ten years ago because few, if
any, Blacks were employed in management

positions in the company. 0 7
Other 0 6
Total® 102 121

*
The total percentages are over 100 because some managers
gave more than one recason.
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The responses tend to suggest that there has been a chanpe
not only in the corporate world's and white people's attitudes,
but also in Black peop;e's images of themselves.

The most intefésting response is that 26 percent of the
Black managers indicated they are more aware of themselves as
Black pecople and are more willing to stand up for their rights
because they believe that standing up for their rights will have
some good effect and it will not be useless and jeopardize their
careers; therefore, they would not take into cpnsideration third
parties' feelings as much as they would have ten years ago.

All ot the managers' responses to this question clearly
show that their impressions of how other people feel about Blacks
in management positions have and will affect their employment de-
cisions with regard to the hiring and promoting of Blacks into
management .

Some of the individual madageré' responses follow:

A Black female from Ace Public Utility: 'There has been
a change in attitude, some of it is forced, yet there has been a
change. Also some whites have appeared to change their attitudes
because someone above them told them to." ‘

Two Black bankers, one a female and one a male, from
Triple C Bank gave these reasons for changing their attitudes:
(The female) "I would have been harsher as far as hiring and
promoting Blacks." (The male) "I wasn't a militant ten years

ago. I have been placed in a situation where I see the obvious

problems of racism."
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Two white middle level managers from the same company
responded in the following marner: "There is no way ten years
ago a Black would be a supervisor in the bank." '"People have
changed their attitudes. It is no longer sociably acceptable to
express derogatory opinions. This conduct would not be accepted
now and would have been ten years ago. People are better informed
now."

An upper level white manager from Century Manufacturing:
"Ten years ago people just héted the color of Negroes and if you
promoted one of them you were looked on as a nut by your peers and
your subordinates."

And lastly, a white up;er level manager from Aunts Manu-
facturing: '"7Ten years ago the company would have been more con-
cerned about their customers' feelings. Ten years ag6 the com;
pany didn't recognize the problem and didn't have any real thoughts
about bringing Blacks into management."

The reasons why the managers wéuld not have answered the

questions differently ten years ago are listed in Table 12.

Summary and Conclusions

There is substantial evidence that the racial atmosphere
in which the Black managers must work is hostile. Only 10 percent

of the Black managers and 17 percent of the white managers indi-

—
—_—

cated that they are not aware of any negative white attitudes
toward Blacks, do not hear any derogatory remarks about Blacks,

and do not believe any of their peers, subordinates, superiors,
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TABLE 12

WHY THE MANAGERS WOULD NOT HAVE BEEN MORE CONCERNED WITH
THE NEGATIVE RACIAL ATTITUDES OF OTHERS TEN YEARS AGO

Reasons . Black White
Managers Managers
(N=16) (N=42)

Whites' attitudes have not changed; the
situation is the same, just more covert. 84 % 7

e

Respondent's attitudes have not changed;
has always believed in equality for

all races. 11 62
Did not know anything about race

relations. 0 14
Other 5 17
Total 100 100

’
or managers above their immediate superiors have uncomfortable
feelings about the hiring and promoting of Blacks into manage-
ment positions.

Only 9 percent of the white managers in this study did not
exXpress any negative récial attitudes. The following character—

-~

istics'quite frequently describe the manager who is most likely
to express such attitudes: white, male, middle/upper level, con-
servative, Republican, over 40 years of age, no specific educa-
tional achievement, very little contact with Blacks, and very
religious. Even though there is the tendency for this group to
hold the most racist attitudes, it is ;uite clear that many

whites, at every level of age, education, and social background,

hold racial attitudes.
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Because of the racial attitudes in the firms, Black man-
agers will not be afforded equal opportunitics not only because
of overt racial discrimination, but also because they will never
be completely accepted into the informal work groups and social
activities which are so important to success and which are dom-
inated by white managers with negative feelings about Blacks.

Finally, the analyses show that both the Black and white
managers would take other things into consideration before hiring
and/or promoting a management candidate besides work experience
and job knowledge. A number of Black and white managers would
deviate from their companies' hiring and promoting policies
primavily in terms of educational requirements, seniority, and
salaries. Finally, a significant minority of Black and white man-
agers would take into consideration the uncomfortable ‘feelings of
third parties.

This chapter adds additiomal information to support the

~

claim that the primary factor affecting the Black managers' careers .

is racial discrimination.
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CHAPTER VII
THE MANAGERS' IMAGES OF THE PROMOTABLE MANAGER

Introduction
The questions and ideas of this chapter are based on
Garda W. Bowman's Ph.D. dissertation titled '"The Image of a

Promotable Person in Business Enterprises,' written in 1960-61,

—

and her article in the Harvard Business Review, Jan.;—l?eb. , 1964,
In the former study she interviewed 315 employees--36 top man—-
agers, 58 middle level managers, 44 first level supervisors,
168 professionals and technicians, and 9 who did not give their
positions. Fifty-six percent of the 315 employees were over 35
years of age and approximately 66 percent had at least bachelors
degrees. Two hundred and eighty-eight were white, 20 were Blacks,
5 Asians, and 2 did not indicate their racial background. There
were no data indicating the sex of the participants. This study
was done in New York City.

In the lat;:er study which had 2,900 participan'ts, 48 per-
cent were top managers, 16 percent were upper middle.managers,. 19
percent lower middle level managers, ll percent non-management
personnel, and 6 percent professionals. These managers came from
all types of industries and from all over the country. Eighty-
three percent had at least bachelors degrees and 99 percent were

male. No percentage breakdown of the managers' races was given;
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however, Bowman indicated that very few participants were Black.
Bowman summarized the basic hypothesis of her dissertation

and study in the following manner:

The assumptions, conscious or unconscious, on
which criteria for promotion are based form an
"unwritten law' which often has a greater impact
upon actual promotion practice than a statement
of company policy, no matter how clearly and
impressively the latter may be expressed. If
it is assumed within a given company that a
certain type of person will be gelected, it is
likely to be assumed in course of time that such
a person should be selected, despite the narrow
range from which he may be drawn. The image of
success, once established, tends to be self- .
perpetuating.l

In order to find out what the prevailing image of the pro-
motable manager was in business, she asked the managers ideally in
their opinions which of a list of seventy-two characteristics should
be harmful, helpful, or irrelevant for an individual's promotion
to supervisor and beyond. In addition, she asked the managers how
they actually believe these chara:teristics affect an individual's
chances for promotion to supervisory positions and beyond in their
firm and in business in general.

She made the following stiutements with regard to the
various images of the promotable manager}

The degree to wiaich the '"business ideal' has
been achieved in actual practice is represented in
this study by two images: the respondents' image
of promotability in (1) their own firms, and (2)
common business practice. The former is workable
and may or may no: be ideal. It might be distorted

either by excessive loyalty to the firm and result-
ant defensiveness, or by a personal sense of injury

lgowman (1962), p. 44.
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regarding the respondents' degree of advancement.
However, by and large, it reflects actual exper-
ience rather than a projection of the respondents'
own feelings about promotability.

On the other hand, the image of a promotable
person in common business practice may indeed
be a projection of the respondent's own opinion
and may reflect more accurately his own degree
of readiness to accept promotion on the basis of
individual merit than his professed ideal image,
or his image of his own firm. However, whether
this image is distorted by personal values and
expectations or not, it has an immediate and
powerful impact upon recommendations for promo-
tion; selection and placement of personnel;
training opportunities; the choice of a career,
particularly for disadvantaged groups; and work
incentive. The mental picture of the reality
situation both reflects and, to an extent, per-
petuates that situation. It is the base from
which we start in movement toward objective
criteria for promotion on merit alone.

To discover the image of the promotable manager in the
minds of the managers who participated in this study permits us
(1) to explore further the fairness of the companies' employment
policies, (2) to see what, if any,'changes have occurred in the
attituQes of managers over the past decade, and (3) to compare
the managers' views of present discriminatioh against other min-
-ority groups such as Asians, Chicanos and women.

The first section of this chapter discusses tHe partici-
pating managers' ideal images of a promotable person, i.e., in
the manage:s' own opinions, should the characteristics listed in
the table be harmful, helpful, or irrelevant to an individual's

promotion to supervisor and beyond. The second section will discuss

ZM., pp. 29-30.
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what the managers' images are of those people who actually do get
ahead in their firms and in business in general. The third section
will discuss what the managers' images are of those people who do
not get ahead in their firms and in Lusiness in general. And the
fourth section will analyze the views of the managers by companies,
managerial levels, educationsal levels, and age groups.

While Bowman had seven value clusters in her study--efficiency,
self-advancement, creativity, msnagement styles, personal development,
integrity, and equality of opportunity--plus several other items she
believed did not fit into any value cluster--for a total of seventy-
two items, this chapter deals only with twenty-five of these items.
Because of the writer's interest in equality, all seventeen items
included .in Bowman's equality of opportunity value cluster such as
age, national origin, rsace, religion, sex, and social stgtus (such
as attendance at an Ivy League 8school and membership in a local
country club) élus three items which are indirectly related to
ability--college education, graduate training in business adminis-
tration, and te;hnical knowledge of a specific job to be done--
were included. Another criterion used which is sometimes congza;
ered an ability criterion is seniority;.however, an individual
could have many years of service with the firm and still be a very
incompetent manager. The following factors were also included:
spouse who is helpful to career, pull with top management, artis-
tic and cultural interests, and community interests and activities.
None of these measure ability; they measure non-ability criteria
or ascriptive criteria which have been found to greatly affect the

career patterns of managers.
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The Participating Managers' Ideal Images
of the Promotable Manager

In Chapter VI when the managers were asked: What are the
kinds of things about a management candidate that might make you
hesitate to hire or promote him, other than his lack of experience
and job knowledge?, none of the managers selected such things as
race, religion, sex, or age. Most of tﬁe managers selected fac;ors
related to ability criteria such as ability to relate and get along
with people, lack of hardlyork,-resourcefulness and initiative, and
lack of leadership abilit;/and/or good judgment. There was also
a substantial minority who selected such things as loyalty to com-
pany and conformity to company standards in terms of dress, atti-
tudes, and physical appearance--which may be code words for class,
sex, ethnic, racial and/or religious origins.

It was also notedvln Chapter VI that none of the managers
who indicated that they deviate from their companies' employment
policies said they deviate by selecting managers who are of a
certain age, race, sex, or religion; they generally said that
they deviate in terms of educational requirements, seniority, and
salary. However, in Chapter VI there was some indication that
some Black and white managers would be influenced by the uncom-
fortable feelings of third parties with regard to Blacks in man-
agement positions.

When the managers were asked which factors they ideally
believe should be irrelevant for a manager's promotional opportun=

ities to supervisor and beyond, it became evident that some of the
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managers in this study would take into congideration other non-
ability factors such as race, religion, age, sex, and national

origid.

A. 1deally irrelevant facts

Before looking at those factors which the managers con-
sider should be helpful ideally in their opinions for promotion
to supervisory positions and beyond, the factors which 80 percent
or m&re of either the Black or white manacers or both believe
should be irrelevant will be analyzed. These are shown in Table 1.
The responses of the managers in Bowman's two studies are included
for comparison.

This table clearly indicates that both the Black and white
managers in this study and in Bowman's studies believe that reli-
gious affiliation should be the most irrelevant factor when con-
sidering an individual for promotion. The table also indicates
that more of the white managers in this study consistently be-
lieve that race and national origin should be irrelevant than
the Black managers. This is also the case with regard to the
factors which are considered to represent status such as attending
an Ivy League school and'belonging to a country club. However,
more of the Black managers than white managers Believe sex, espe-
cially male, should be irrelevant than the white managers.

When the white managers in the three studies are compared,
it 18 seen that the white managers in this study tend to believe

the previous factors should be more irrelevant than those in
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TABLE 1

FACTORS WHICH THE MANAGERS BELIEVE SHOULD
IDEALLY BE IRRELEVANT FOR PROMOTION

Factors Bowman's>  Bowman's% White Black
Ph.D. HBR Managers Managers
(1962) Study** (N=156) (N=116)
(1964)
(N=315) (N=2000)
Catholic 9 2 92 % 97 % 95 %
Jewish 95 ) 83 96 93
Protestant 92 86 . 94 93
Church Attendance 62 65 ' 84 91
White 64 53 92 90
Asian 86 67 ' 92 88
Foreigner 91 77 87 85
Ivy League School 84 81 88 84
Country Cluv Mem-
bership in Promig;*
ent Social Clubs 90 63 94 84
Chicano* Puerto
Rican** 76 62 87 83
Male 50 35 65 82
Black 83 62 89 81
Female 67 50 76 80
U. S. Citizen 63 46 80 73

*Only those factors which 80 percent or more of either the
Black or white managers or both believe should be irrelevant are
included. :

**UBR stands for Harvard Busiﬁess Review.

***powman used Membership in Prominent Social Clubs rather

than Country Club in her second study and Puerto Rican in both of
her studies rather than Chicano.

3Bowman (1962), pp. 99-99B. 4Bowman (1964), pp. 16-22.
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New York (Bowman's Ph.D.,1962) and those in New York tend to believe
the previous factors should be more irrelevant than those through-

out the U. S. (Bowman's Harvard Business Review article, 1964).

The most significant differences between the white man-
agers in these three studies lie in the areas of race, especially
wigh regard to Blacks and whites, sex, attendance at religious
services, U. S. citizenship, and club membership.

The differences in the white managers' responses can be
attributed to: (1) the sampie make—up, and (2) the time element.
More specifically, because of the regional characteristics of
Bowman's Ph.D. (New York), this study (California), and Bowman's
HRB study (nation-wide), one would expect more liberal views for
samples of New Yorkers and Californians than one which includes
Southerns and Mid-Westerners. 1In addition, this study had 15
percent white females who are more likely to consider race and
sex characteristics irrelevant than the white males.

Since Bowman's studies, the civil rights movement and
the women's movement have had their influences on white managers’
views, the white managers in this study have more équal opportun-
ity views, i.e., consider such things as race and sex as more
irrelevant to promotions than those managers in Bowma;'s studies.

With regard to attendance at religious services the dif-
ference can be attributed to the decrease in importance of reli-

gion among many people, as was noted in Chapter II.
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B. Ideally helpful facts

Table 2£§hows those factors which 50 percent or more of
either the Black or white managers or both believe should be
ideally helpful to a manager's promotional opportunities.

Although the differences are small, Table 2 sﬁows that in
this study more of the Black managers believe the three factors
relating to ability should ideally be helpful than the white man-
agers. When the Black managers' responses are compared with the
white managers' responses in Bowman's studies on these items,
they are quite similar except with regard to the MBA. More of
the white managers in all of the studies believe the three fac-
tors rzlating to non-ability ctitgria should ideally be helpful
than the Black managers. One possible reason the Black managers
place more emphasis on ability criteria is that they are more
educated and generally more qualified than their white counter-
parts. Another possible explanation is that many of the white
managers in this study are middle and upper level managers. At
these managerial levels community and cultural interests and a
helpful spouse become more important and necessary items.

Thus far, ;cc0td1ng to the participating managers' ideal
opinions, religion, race, nationai origin, sex, and belonging to
a country club should generally be considered as irrelevant fac-
tors for promotions. A college education, technical skills, cul-
tural and community activities, and a helpful spouse should gen-

erally be considered as helpful factors for promotions.
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TABLE 2

FACTORS WHICH THE MANAGERS BELIEVE SHOULD
IDEALLY BE HELPFUL FOR PROMOTION®

Factors Bowman's®  Bowman's® White Black
Ph.D. HBR Managers Managers
(1962) Study (N=156) (N=116)
(1964)
(N=315) (N=2000)
College Education 9% % 9% 7% 88 % 95 %
Technical
Knowledge 86 ' 90 86 90
Community Interest 71 71 72 67
Graduate Work in
Business Adminis-
tration 78 80 61 62
Cultural Interests 75 71 66 53
Helpful Spouse 60 No Data™* 53 50

*Only those factors which 50 percent or more of either the
Black or white managers or both believe should be helpful are
included.

\ **This information was not available in Bowman's second
study.

Spowman (1962), pp. 99-99B.

6Bowman (1964), pp. 16-22.
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C. . Ideally harmful facts

Now it would be appropriate to see what in the managers'
opinions should be considered ideally as harmful factors., Table 3
shows those factors which at least 10 percent or more of the Black
or white managers or both ideally believe should be harmful to an
individual's promotional opportunities.7

Although approximately 80 percent of the managers in this
study believe that being a female and from a foreign country should
be irrelevant, one still finds that there is a significant minor-
ity of managers who believe these factors should be harmful to
an individual's promotional oppo:ﬁunities. In addition, 35 per-
cent of the white managers and 18 percent of the Black managers
believe fhat being male should ideally be a helpful factor for

promotion. This compares to 65 percent of the males in Bowman's

Harvard Business Review study who indicated that ideally they be-

lieved being male should be helpful to an individual's promotion
and approximately 50 percent of those who participated in her study
for her Ph.D. dissertation. These figures clearly suggest that
either federal laws and social pressures against sex discrimination
are having an effect on the beliefs of white male managers or many

of these managers are saying the '"right" things as a result of laws

7Bowman's data were not presented in such a manner that one
could compare it exactly with the data in this study; however, she
did present data which can be used as a basis of comparison. These
data show the percentage of managers who believe certain factors
should and do hinder promotions. In addition to those factors
listed in the table, Bowman found that 15 percent of the white man-
agers believed being Puerto Rican should and did hinder promotions
and 9 percent believed being Black, Oriental, and under 30 should
and did hinder promotions.
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TABLE 3

FACTORS WHICH THE MANAGERS BELIEVE SHOULD
IDEALLY BE HARMFUL FOR PROMOTION™

Factors Bowman ' 8%* White Black
Ph.D. Managers Managers
(1962) (N=156) (N=116)

(N=315)

Over 45 15 % 31 2 25 2

Female 19 18 13

Foreign 6 12 12

Seniority No Data 4 11

Pull With Top Management No Data 16 4

*Only those factors which 10 percent or more of either the
Black or white managers or both believe are harmful are included.

**No data was available in Bowman's HBR study.

and pressures, i.e., females are not really afforded equal oppor-
tunities but the managers believe they are because they have been
conditioned to by social and gove;nﬁental pressures. The impact
of governmental and social pressures seems also to affect the pa¥~
ticipating managers' opinions with regard to age.

The differences between the Black and white managers with
regard to how they rated seniority are similar to the findings
discussed in Chapter V, where it was pointed out that, generally,
the Black managers would de-emphasize the seniority system if they
had the power to make promotional changes and the white managers

would emphasize it. Eleven percent of the Black managers and only

8Bowman (1962), p. 71.
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4 percent of the white managers believe seniority should ideally
be considered a harmful factor and 9 percent of the Black managers
and 21 percent of the white managers believe it should be a help-
ful factor for promotion.

There 1s also a big difference in opinion between the
Black and w./ite managers regarding the role politics (pull with
top management) should play in promotional opportunities. Thirty
percent of the Black managers and only 14 percent of the white man-
agers believe 1t should be helpful.

In Chapter V it was noted that one of the major complaints
of the Black managers about their companies' employment policies
is that politics plays too great a role in the implementation of
the policies; yet, 30 percent of the Black managers believe ideally
it should be helpful to an individual's promotional opportunities.
A possible explanation for this inconsistency was offered by g Black
middle level manager from Triple C Bank who said, "I indicated that
pull with top management should be helpful in my ideal opinion be-
cause the fact of the matter is that people tend to favor tﬁose
people they know. 'If a manager does not know you, you.don't have
pull--if he does, you do." The Black maﬁagers are prébably ex~
pressing what they believe is actually taking place, while the
white managers are being more 'idealistic." Part of the differ-
ences might also be attributed to the different manners of inter-
preting pull with top management, i.e., managers can have pull
if they have a senior manager sponsoring: them or if they have
personal contacts or they can have pull through their own efforts

and abilities.
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D.. Summary and conclusions

An important observation in this section has been that
all of the Black and white managers in this study belleve that
more of the ascriptive factors should ideally be irrelevant for
promotions than the predominantly white managers in Bowman's
studies. Another important observation is that although the
managers in this study, as noted in Chapter VI, did not mention
that they would take into consideration such things as age, sex,
race, and national origin in their evaluation of a manager who
has work experience and job knowledge, it is quite clear from
their responses in this section that~a substantial minority of
them would take these things into comsideration.

It can be said that the Black and white managers gener-
ally agree on which factors should ideally be helpful, harmful,
or irrelevant for promotion to supervisor and beyond. As shall
be seen in the next section covering who actually gets ahead in
their firms and in business in genefél, the Black and white man-
agers do not agree as much as they do with regard to which fac-
tors should ideally be helpful to‘promotion to supervisor and

beyond.

Who Actually Gets Ahead
If one only looks at those factérs which 50 percent or
more of either the Black or white managers or both believe are
helpful for promotion in their firms, one finds that there are

eleven factors which the Black managers believe are helpful for
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promotion in their firms and six factors which the white managers
believe are helpful.

Fifty percent or more of the Black managers believe that
the manager who gets ahead in their companies is a white, college-
educated, technically oriented, malc, under 45 years of age, who
has an MBA, seniority, a helpful spouse, pull with top management,
and is interested in community activities.

Fifty percent or more of the white managers believe that
the manager who gets ahead in their companies is a college-edu-
cated, technically oriented, male, under 45 years of age, who
has an MBA and is interested in cémmunity aétivities. The white
managers in Bowman's studies saw the same type of manager getting
ahead in their fimms ten years ago as the &hite managers in this
study see getting ahead now.

The majority of ;he Black managers see a manager who gets
ahead in business in general with essentially the same character-
istics as the manager who gets ahead in their firms. However,
the manager would also have artistic and cultural interests and
belong to a country club. As Table 4 indicates, the majority of
the white managers in this study and in Bowman's HBR study gen-
erally agree with the Black managers that this would be the type
of manager who gets ahead in business in general.

Table 4 lists the factors which 50 percent or more of
either the Black or white managers or both believe should be/are
helpful for promotion in their ideal.opinions, actually in their

firms, and actually in business in general. In addition, it shows
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the responses of the managers who participated in Bowman's Harvard

Business Review study. No similar overall data were available

from Bowman's Ph.D. étudy.

This table shows, once again, that the white managers in
this study are generally under the impression that their own com-
panies are much better than those in business in general. As
Bowman noted, the managers' responses regarding their companies
can be influenced by firm loyalty and/or by personal dissatis-
faction with one's job and career opportunities.

The managers' responses regarding business in general are
more realistic in terms of what tﬁe situation actually is in the
corporate world and in their own firms. In addition, as Bowman
said, the white managers' views about business in general might
be a projection of what the managers really believe the situation
ideally should be rather than how they rated the items ideally in
their opinions.

Table 4 also points out that little change has occurred
over the past ten years in the white managers' views with regard
to who gets ahead in the corporate world. The white, college-
educated, male, under 45, born in the U, S. is still the image
of the promotable manager in the minds of a substantial majority
of Black and white managers.

Table 5 lists the items and the differences between the
percentage of managers who ideally consider them helpful factors
and the percentage who actually believe them to be helpful fac-

tors for promotion in their firms and in business in general.
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DIFFERENCE IN PERCENT OF CRITERIA SEEN AS MORE IMPORTANT
TO PROMOTIONS IN THE MANAGERS' FIRMS AND BUSINESS THAN
THE MANAGERS BELIEVE SHOULD IDEALLY BE THE CASE*

Factors Difference Between Difference Between
Managers' Ideal Managers' Ideal
Opinions and What Opinions and What
Actually Happens Actually Happens
in Firms in Business
Black  White Black White
Managers Managers Managers Managers
(N=116) (N=156) (N=116) (N=156)
Ivy League 22 % ¢ 16 % 37 % 33 %
- Seniority 42 22 51 38
White 58 23 69 45
Male 58 27 72 37
Country Club 36 22 55 58
U. S. Citizen 37 22 37 13
Pull 49 32 52 48
Protestant 11 2 28 16

*No comparative data was available from Bowman's studies

and there was no way of determining it.

The greatest discrepancies between what the Black managers

believe are helpful factors ideally, actually in their firms, and

actually in business in general occur with the two factors white

and male.

The greatest discrepancies between what the white managers
believe are helpful factors in their firms occur with the two fac-

tors male and pull with top management; however, the greatest dis-

crepancies between what the white managers believe are helpful
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factors ideally and actually in business in general occur with the
three factors: country club membership, pull with top management,
and white.

When one controls for sex, it becomes evident that female
managers generally believe being a white male is more helpful both
in the corporate world and in their firms than the male managers.
They also believe that being Black, Asian, or Chicano is less
helpful both in the corporate world and in their firms than the
males. None of thc females believe that being a female is a
helpful factor for promotion in their firms or in business in

general.

Who Does Not Get Ahead

In this section the managers' images of who does not get
ahead in their firms and in business in general will be discussed.

Three of the six items which 30 percent or more of the
Black managers believe are harmful for promotion in thcir firms
are racial characteristics, i.e., Chicano, Black, and Asian. A
small percent of the Black managers believe being Chicano is more
harmful for promotion than being Black. Another harmful factor
was being from a foreign country. "A majérity of the ﬁlack man-
agers believe being female is the most harmful factor for promo-
tion in their firms. Table 6 shows only those factors which 30
percent or more of the Black or white managers or both believe

are harmful for promotion in their firms.
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TABLE €

FACTORS WHICH MANAGERS BELIEVE ARE HARMFUL
FOR PROMOTION IN THEIR FIRMS*

Factors Black White

Managers Managers

(N=116) (N=156)

Female 61 %2 . 44 2%
Chicano 56 21
Black ' 54 11
Over 45 . 47 52
Oriental 41 10
Foreigner 39 15

*Only those factors which 30 percent or more of either the
Black or white managers or both believe are harmful are included.
No comparative data from Bowman's studies is available.

As one would expect, the Black managers believe that these
six factors are also harmful for promotion in business in general;
however, 30 percent of the Black managers also believe being Jew-
ish is harmful.

Table 7 lists the items which 30 percent or more of the
Black or white managers or both believe are harmful fo; promotion
in business in general.

Notice that while 30 percent or more of the white mana-
gers selected only two items, over 45 and female, as being harm-
ful for promotion in their firms (Table 6), 30 percent or more

of them selected six of the seven items which the Black managers

'
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TABLE 7

FACTORS WHICH MANAGERS BELIEVE ARE HARMFUL
FOR PROMOTION IN BUSINESS IN GENERAL*

Factors Bowman 's10 Black White Bowman'sll
Ph.D. Managers Managers HBR
(1962) (N=116) (N=156) Study
(N=315) (1964)
(N=2000)
Female 58 % 72 X 68 % 77 %
Chicano 71 . 68 55 77
(Puerto Rican)
Black 77 68 _ 58 87
© Over 45 54 67 49 No Data
Oriental 68 52 . 38 75
Foreigner No Data 40 38 No Data

Jewish No Data 30 23 No Data

*Only those factors which 30 percent or more of either the
Black or white managers or both believe are harmful are included.
selected as being harmful for promotion in business in general
(Table 7).

When comparing the responses of the managers in this study
to those of the managers 1n Bowman's two studies, it is interest-
ing to note that in the minds of both the white and Black managers
in this study being female has replaced being Black as the most

harmful factor to an individual's promotional opportunities in

10Bowman (1962), p. 61.

1lBowman (1964), pp. 16-22.
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business in general whereas the predominantly white managers in
Bowman's two studies believed that being Black was the most
harmful factor.

The fact that only 1 percent of the managers in our
randomly selected sample are Jewish clearly indicates that being
Jewish is more harmful to an individual's promotional opportuni-
ties in business in general zad in these firms than what the
Black and white managers in this study believe.

Comparison of Select ILtems by
Various Characteristics

Table 8 shows the managers' responses to some of the
select items with regard to their harmfulness or helpfulness for
promotion in their particular firms.

Table 8 shows that the Affirmative Action Programs of Ace
Public Utility and Triple A Bank have created among their Black
managers the most positive overall views of the promotional op-
portunities which exist in their companies not only for Blacks
but also for Asians, Chicanos, and women. The white managers in
these companies also have more positive views of the promotional
opportunities whicg exist for Blacks, As%ans, Chicanosf and women
in their companies than the white hanagers in most of the other
companies.

Only in Ace Public Utility were the Black managers con-
sistent in their views of the helpfulness or harmfulness of being
Black or white and in none of the companies were the white mana-

gers consistent in their views. For example, 50 percent of the



29 W) 09 L8 €9 00T £6 LY 9% 9ITUM

LL LY 00T 00T LS £6 26 08 0S el
+ OTER

Y W) oY €€ 0S 19 (X €€ GE 33TUM

29 L9 00T 00T LS 9L 4G 96 8¢ yerd
+ °vV's'n

6 €1 0 W) 9 91 €T € 0 23ITUM

T4 €€ - 00T €€ LE €S 6€ vy LE werd
- ueysy

12 02 0z W) 6T L2 €€ L ST 3ITUM

9¢ 09 00T L9 €Y 89 29 Y4 0S Ferg
- ouedTY)

0€ L2 €T €S 1€ T4 LY (1Y4 €2 ?ITUM

L9 08 00T 00T 0S 9L 8 L 9% werg
+ °3TyM

1T 02 0 €€ 9 6 Lz 0 8 33 TUM

Z %S Z 09 2 00T % L9 % 9¢ % 89 % 29 Z 8% % 0S yoelg
- 013aN

¥*
L&ITTT3AN ‘nueR ‘nuey  Jueg V  ‘nuey ‘nuey  jueg 9 LITTIIN
o1Iqnd  £Lamyuwey  xefy oydpal sjuny sugsnop oydyxy  IFIqnd
18301 3aonag Y swaly
soTueduo)

SAINVAWOD Ad SYOIOVA QALDIATAS OL SASNOISTY

8 IT1dVl

61¢

O

Aruitoxt provided by Eic:

E



£z 0c L €€ 1€ 6 LY LT Lc 93ITUM

133 0c 0 00T %9 rA/ 8 9¢ 1€ oeld
+ 2d{3 £Lag

L L L L 9 S (114 £ 1 2ITYM

0z LT 0 13 T 11T 8 0z o€ R CARR:
- ystmar

[4Y L 08 L8 VA LL 13 0z €L 9ITUM

LY Lz 00T £ 9¢ 134 9% [A) LL yoe1d
- 6% 19A0

86 LY £S €S 9¢ Le L9 £9 Vi) 9ITUM

09 09 0 1 X% Y9 89 %S (A 69 }oe1d
+ ¢4 I9puUqn

9% 0 L9 09 T 119 0z oY €L 2ITYM

v 13 001 0 62 LY 6€ 8¢ [A’] }oeld
’ + 0t a9puf

oy 0% 09 L8 8g ve L9 L ST o3TUM

Z 19 Z L9 Z 00T Z 001 zey Z L9 Z 69 . Z 09 Z 0S yoetd
- 3Tewaj

£3117130 *nuey ‘nuey  Jueqg V  “DUBR ‘nuey  juwed ) A3ITTTIN
2TTqNd Lanjuan xefy otdrag sjuny  SUTSNO) atdral oFIqnd

Te30] aonaqg 20V swall

satueduo)

(ponurjuod) g FTAVL

O

oce

Aruitoxt provided by Eic:

E



*smaT3 A9yl ufr uvorjomoxrd 103 Injurey xo ynydyoy
ST W93T 9Yl dA9F[2q sisBeuew 3yl I9Yylaym S9IBDTPUf WRIT 3Yl Jo auweu 3Yyjz Ia3ye (-) 10 A....V mﬁ.a.

st

Lz Lz 0z (Y4 €2 oY 0z 4 93ITUM
8T Lz 0 0 6¢ 12 0 A €T ey
: + o0x8aN
9% €S oY 09 8¢ 89 o% o% 8¢S 2ITYM
6L 08 00T 00T €6 oY 69 v8 LL elg
+ dox *m TINd
91 Lz L €€ 61 rd/d €T LT 8 23TUYM
Z LY Z 09 Z 00T Z €€ Z 1L % 6€ Z 6€ % 9¢€ Z 9y perd
+ qn1d £13uUN0)
wd
L1110 ‘nuBly  ‘nUER NuUBg Y  °‘NUBY *nuey jqueg 9 LIFTTIN
2T19nd £injua) xefy eo1dyal s3juny sugysno) a7dral OT1Iqng
T30 aona(q VY swol 1
satueduo)

(panuy3uod) g IATAVL

L34 %

O

Aruitoxt provided by Eic:

E



322

Black managers in Ace Public Utiitiy believe that being Black is .
harmful for promotion and 46 percent believe that being white is
helpful for promotion; however, 48 percent of the Black managers

in Triple C Bank believe that being Black is harmful, but 72 per-
cent believe that being white is heipful! The greatest inconsis-
tencies in the white managers' views occur in Aunts Manufacturing--
only 9 percent said being Black is harmful but 41 percent said
being white is helpful.

Another important point is that the white managers in
Cousins, Aunts, and Ajax Manufacturing Companies almost unanimously
agree that being male is a helpful factor for promotion in their
firms. Many of the managers in these firms say that the type of
work their company does is not suitable for women; however, what
is interesting is that Ajax Manufacturing has recently hired ten
females in jobs which were supposedly only suitable for males.

Thus it seems that womeﬁ are suited for many of the jobs available
in these firms, but are simply not given the opportunities to
demonstrate this,

While thefe isvconSIStency in the opinions of the white
managers in Ajax and Century Manufacturing Companies and Deuce
Public Utility in that they believe being male is helpful and
being female is harmful, there are inconsistencies in the opinions
of the white managers in the other companies. The most glaring
inconsistencies are in the opinions of the white managers in Ace
Public Utility and Triple C Bank. For example, 47 percent of

the white managers in Triple C bank believe being male is helpful
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for promotion, but only 7 percent believe being female is harmful.
The former percentage is probably the true representation of the
situation in their firms, while the latter percentage probably
represents only what the managers believe the proper response
should be.

Table 8 by comparing the views of the managers by company
indicates that a strong Affirmative Action Program does modify the
image of the ptomotable.manager in the minds of the managers from
the white male image to a more heterogeneous image.

Table 9 shows the managers' responses to selected items
by their managerial level, age group, and educational level.

From this table it becomes apparent that the younger, lower
level, Black managers feel more than the oider, middle level, Black
managers that being Black is harmful for promotion in their firms
and being white is helpful. This is also true with regard to
their responses to the factor Chicano. There also seems to be a
pattern among the younger, more educated, lower and middle level
white managers to believe that being Black is a harmful factor
compared to the older, upper level white managers. These gener-
al attitudes are those which have been seen throughout the previous
chapters.

Notice that only approximately 13 percent of the white
managers of all age groups, managerial levels, and educational
levels believe that being Black is harmful for promotion in their
firms; yet almost 30 percent believe that being white is a helpful

factor. Even though more of the lower level white managers believe
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that being white is a helpful factor than the middle and upper
level white managers, 24 percent of the top managers believe this
to be true. The Black and white managers believe that being Asian
is not as harmful as being Chicano or Black.

When one looks at the managers' att:tudes about their
companies' policies toward sex, notice the high percentage--62
psrcent--of top managars who believe that being male is helpful,
vhile only 35 percent believe being female is harmful.

The differences in the responses of the upper level vhite
managers can be attributed to the fact that they can't help but
adait that being male is helpful to an individual's promotional
opportunities because thers are no females, or very few, in the
upper level of management, but many will not admit that being
female is harmful because of the laws forbidding sexual discrim-
ination. |

One final important fact is that the middle level, older,
Black managers who have college educations believe that being
Jewish is more of a harmful factor for promotion than any of the
other managerial groups. This might be due to the fact that the
older Black managers can remember times when many Blacks and Jews

were suffering under ovonl more extreme disecrimination.

Sumary and Conclusions
This chapter supports many of the positions in the previous

chapters. It also shows that even though changes have occurred in

the image of the promotable manager in corporations during the
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past ten years, these changes have not been great.

' Most of the Black and white managers believe the three
ability factors--college education, technical knowledge of the
specific job o be done, and MBA--are essential both in principle
and in practice for promotions; however, many of the Black and
white managers believe factors such as race, sex, age, and na-
tional origin in fact play crucial roles in the promotional op-
portunities of managers. In essence the managers are saying that
a'college education and technicai knowledge of the specific job
to be done are important provided the manager is a white male,
under 45, who was born in the U.S.A.

The consequences of this image for business means that as
long as substantial majorities of the managers believe that the
promotable person is a young, white, college educated, Protestant,
male, he will be the one who will receive the special training
and promotional considerations. Thus a strong Affirmative Action
Program for ﬁinorities and women will be needed to assure them

equality of opportunity.
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CHAPTER VIII

THE MANAGERS' ASPIRATIONS, WORK ENVIRONMENT,

AND JOB SATISFACTION

Introduction

This chapter discusses: (1) the managers' views of their
progress in their companies and their goals and aspirations; (2)
things which bother them in their work, such as being unclear
about the scope and responsibility of their jobs, not being able
to satisfy conflicting demands of various people over them, and
having to do things on the job which are against their bettJr
judgment; and (3) the managers' satisfaction with their work
group, type of work, salary, and company in general.

Many studies in sociology and psychology have discussed
the functions of work and the crucial role it plays in individuals'
lives. For example, a rgcent study conducted for the Department
of Health, Education, and Welfare noted that wo.k is at the center
of most adults' lives, giving them a sense of identit&, self- |
esteem, and order:

. . . Work offers cconomic self-sufficiency, status,
family stability, and an opportunity to interact
with others in one of the most basic activities of
society. Consequently, if the opportunity to work

is absent or if the nature of work is dissatisfying
(or worse), severe repercussions are likely to be
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experienced in other parts of the social
system.

Sayles and Strauss saw three primary social needs an
individual tries to fulfill in the work situation: (1) friend-
ship, (2) feeling of identification with informal work groups,
and (3) helping o:thers and being helped by others. They also
saw social needs being fulfilled by the subordinate-superior
relationship:

Another set of social needs develops out of the
subordinate's relationship to his supervisor.
Naturally the subordinate wants to be treated
fairly: He wants a fair hearing when he thinks
his supervisor has made a wrong decision, and

he wants the right to appeal over the supervisor's
head. Most people like praise when they do some=-
thing well . . . . The average worker also ex-
pects acceptance from his supervisor--that is,
understanding and consideration when he makes

a mistake. Finally, he wants to know where

he stands.

Work fulfills not only social but egoistic needs of which
the most important is fulfillment in terms of accomplishment via
importance of work, rate of progress, completion and productive-
ness. Jobs considered to be of high prestige offer more satis-
faction than low status jobs.

Accomplishment in terms of progress and completion means

that people like to measure their progress and be told and/or

know about the satisfactory or unsatisfactory progress of their

lwork in America, Report of a Special Task Force to the
Secretary of Health, Education, and Welfare (Cambridge, Mass.,
1973), p. 1.

2Leonard R. Sayles and George Strauss, Human Behavior in
Organizations (Englewood Cliffs, N. J., 1960), p. 10.
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assignment and to see their assignments completed. This leads
to the needs of people to feel that they are productive, i.e.,
that they are turning out work which is useful.
r?iﬁ‘iy
Robert Blauner who has developed a theory of job aliena-

tion noted: (1) jobs which do not allow the employees to con-
trol their immediate work environment result in a sense of power~
lessness; (2) jobs which do not allow for development of relation-
ships between individual acts and the "broader life program" fail
to create situations in which the individual role is seen "as
fitting into the total system of goals of the organization'--a
sense of meaninglessness results; and (3) jobs which are boring,
monotonous and as a result do not provide the opportunities for
personal self-growth, i.e., when jobs become means rather than
fulfilling ends, employees develop a feeling of self-estrangement.
Likewise jobs where employees are excluded from numerous informal
work groups give employees a feeling of social isolation. All
this leads in turn to alienation.3 In his words:

‘Alienation exists when workers are unable to

control their immediate work processes, to develop

.a sense of purpose and function which connects

their jobs to the over-all organization of produc-

tion, to belong to integrated industrial communi-

ties, and when they fail to become involved in

the activitZ of work as a mode of personal self-

expression.

Wilensky and Lebeaux noted other types of behaviors

besides alienation which could result in a non-productive work

3Robert Blauner, Alienation and Freedom (Chicago, 1964),
pp. 15-34.

41bid., p. 15.
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environment (although they are talking about factor workers,
their statements can be applied to all employees of corporations):

. + + Small wonder that investigators report
sharp disaffection and class-conscious political
attitudes among some factory workers--the feeling
that work is oppressive and meaningless; that
"success" is a matter of luck, pull, having the
right connections . . . .

While there is little evidence on this point,
it seems possible that the frustrations of the
work routine on the assembly line place a heavy
hand on the worker's off-the-job thought and
feeling, that the deadening rhythms of the fac-
tory tend to be repeated in his leisure time.
Lacking satisfaction on the job, he may seek
synthetic substitutes in passive consumption
of the standardized products of "mass culture"
off the job. If this passive exposure to TV,
film, comics, and sports arena itself offers
insufficient release of tension, it may help

to explain the explosiveness of life in a
factory city like Detroit--the race riots and
bar brawls, the passionate hostility to manage-
ment shown in work-place and union meeting . . . -

Addressing the concept of participation, John R. P.
French, Jr., and Robert D. Caplan noted:

Participation refers to the extent to which a
person has influence on decision processes of

the organization. To the extent that people's
knowledge, opinions, and wishes are excluded

from such decision processes, we say that they
have low participation . . . . .

Early experimental research has shown that lack
of opportunities to participate in such decisions
can create strain in the person and even adversely
affect productivity . . . .

Our study of forty-four such organizations re-
vealed that high participation was associated
with high satisfaction with the job and the
organization, high self-esteem, low alienation,
high commitment to work and to the organization,

SWilensky and Lebeaux, pp. 111 and 61.
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more innovation for better ways of doing the job,

doing more extra work, reading more books and

lnagazines related to work, a higher performance

evaluation by one's manager, and lower absenteeism.

In conclusion, the main reason for including sections on

the managers' views of their working environment and their job
satisfaction is to see how Black and white managers-differ in
their views. This will be helpful to firms who want to improve
their Affirmative Action Programs. No company will have a suc-
cessful Affirmative Action Program if their Black managers be-
lieve they are limited in interacting in their firms, believe
they are being rejected, believe they will not be able to sat-
isfy their needs, goals, and aspirations, believe their work
environment is unsatisfactory, and believe their overall work
experience is unsatisfactory. Those Black maunagers who feel this
way will not readily identify with the company and will not per-
form to the fullest extent of their capabilities.

The Managers' Attitudes about Their Past
Progress in Their Companies

This section will deal primarily with the managers'
attitudes about their progress in their companies. Copsidering
that the majority of the Black managers have pessimistic attitudes
about the opportunities that exist in their firms and in the cor-
porate world in general, one would expect dissatisfaction on the

part of a majority of the Black managers with their past progress.

_ 6R. D. Caplan and John R. P. French, Jr., "Organizational
Stress and Industrial Strain," in Alfred J. Morrow, ed., The
Failure of Success (New York, 1972), pp. 49-50.
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This is not the case. When the managers were asked the question:
Have you progressed as rapidly as you thiﬁk you should in this
company?, two-thirds of the Black managers and four-fifths of
the white managers answered affirmatively. The Black and white
female managers are more dissatisfied with their progress than

the males are, as Table 1 shows.

TABLE 1

HAVE THE MANAGERS PROGRESSED AS RAPIDLY
AS THEY THINK THEY SHOULD?

Response Black Black White White
Males Females Males Females
(N=93) (N=23) (N=133) (N=23)
Yes 69 7% - 52 7% 82 % 74 %
No 29 48 18 26
Other 2 0 0 0
Total 100 100 100 100

Approximately 42 percent of the Black managers are not
satisfied with tﬁeir progress or feel that they are not really
certain because of their short periods of émployment with their
firms. The Black managers with more than four years of service.
are more likely to be dissatisfied with their progress than those
with four or less years of service. For example, 72 percent of
those with four or less years of service, compared to 60 percent
of those with more than four years of service, are satisfied with

their progress. Furthermore, only 45 percent of those with more
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than eight years of service expressed satisfaction with their
progress. There were no observable differences among white
managers with various lengtﬁs of service.

The reasons the managers are satisfied with their progress
in their companies are listed in Table 2.

Some of the individual comments of the Black managers
which follow will show that the short time most of the Black
managers have been with their firms is a major factor in explain-
ing why 66 pe;cent of them have been satisfied with their past
progress. ’

For example, a Black middle level manager from Cousins
Manufacturing who has been with his firm for three years: "In
the time I have been here I have received four promotions and

' However, he rated his chances of

related salary increases.’
achieving upper management as poor because of the "ultra-con-
servative'" racist attitudes which exist in his firm.

A middle level Black manager who has been with the same
company only nine months: "In terms of entry level positions I
am satisfied--the future is unknown."

A Black lower level manager from Aunts Manufacturing,
although satisfied with his progress believes that he could
handle more responsibilities: "I haﬁé only been with the com-
" pany for three years. I think I am more than capable of han-

dling a larger job, but I have progressed as rapidly as I shpuld

have. I set goals and I'm on the way to reaching them."
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TABLE 2

REASONS THE MANAGERS ARE SATISFILD
WITH THEIR PROGRESS

Reasons Black White
Managers Managers
(N=76) (N=126)

Short period of time with the firm and
has achieved the position faster than
most people. 28 % 8 %

Goals and aspirations are being
achieved either on schedule or
faster than was anticipated. 20 25

Company has fair promotional
opportunities; therefore, has
progressed as rapidly as most people. 15 22

Can't really say because of the short
period of time with the firm, but seems
to be progressing all right thus far. 11 0

Has progressed faster than most people. 6 13

Limited amount of education but has
progressed. 5 11

Limited amount of experience but
has progressed; has progressed accord-
ing to capabilities; abilities are

being fulfilled. 5 16
At first did not, but now is progressing. 1 . . 4
Other 9 1

Total 100 100
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Finally, a Black who made middle management in Ace Public
Utility after two and one-half years under the high risk-high reward
program said, "I came in under the MAP program. After I had been
in it for one year I was evaluated as being able to assume a dis-
trict level position in five years. I have been advanced quite
rapidly--I reached district level in two and one-half years."

Table 3 lists the reasons the Black and white managers are
not satisfied with their progress.

Some.pf the individual statements of the managers will
give insights'about their dissatisfaction.

A white middle level manager from Deuce Public Utility,
who has been with his firm twenty-four years: "I have been here
twenty-four years and I have the ability to do the top job in my
department. It is open now and has not been filled--I believe I
should be promoted into the job since I have the ability and sen-
iority, but maybe I am not political enough."

A white female manager from Triple C Bank, who only had
a high school degree but has taken numerous banking courses for a
total of six of her twenty years at the bank: "I have been with
the company twenty years and have taken many courses. I have been
held back because I am a woman. I even took a managers' training
program six years ago.'

A white middle level manager from Ajax Manufacturing gave
these reasons for not being satisfied with his progress: "Up until
two years ago I developed as rapidly as possible, but because of

the turnover in our staff I have fallen into bad graces with the
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TABLE 3

REASONS THE MANAGERS ARE NOT SATISFIED
WITH THEIR PROGRESS

Reasons Black White

Managers Managers
(N=38) (N=30)
Progress hindered due to race. 57 % ' 37

Has experience and qualifications,

but others with less experience and

qualifications have been promoted

over respondent. 18 10

Not given a chance to prove

ability or fulfill potential 15 17
At first did not, but now is

progressing. 5 7
Lacks political influence. 5 7
Not willing to move from the area. 3 7
Lack of education. 3 10
Progress hindered due to sex, i.e.,

being a female. 0 13
Superiors have held respondent back. 0 10 .

Came in under the old promotional
system, i.e., began at the lowest
level rather than where respondent

belonged. 0 © 7
Other 5 20
Total® 111 121

* .

The total percentages are over 100 because some managers
gave more than one reason for their dissatisfaction with their
progress.,
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Vice-President of Industrial Relations and I didn't get promoted
into a couple of the openings that I should have been."

A white middle level manager from Ace Public Utility:

"I have been at the same level for the past seventeen years--I1
wouldn't take a job so it was held against me way back when."

A lower level Black female manager wﬁo has been with the
same company for fourteen years: "I knew I had the ability but
when I came to the company in 1958 they weren't promoting Blacks.

A Black middle level manager with a law degree from the
same companyIEells how a supervisor can either help or hinder
your progress: ''My first boss indicated that I would be where I
am now one year ago. When I changed bosses I got a racist boss
who held me back."

A Black middle level manager in Aunts Manufacturing who
only makes $14,500 even though he has an engineering degree, an
MBA, and five years of work experience, said: '"For my experience
and background I am not being promoted fast enough. They say that
I'm too young. The real reason that I'm not getting any promotions
is because I'm Black and the company is afraid of employee and
customer reaction."

In general, these statements by the Black managers indi-~
cate either that they have been with their firms for long periods
of time and feel they have not progressed because of racial dis-
'crimination or that they have been with their firms short pe?iods
of time but do not believe they have been placed in positions

which reflect their qualifications. In addition, the previous
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responses show that, in general, the few white managers who are
dissatisfied with their progress believe politics has played
a role.

In sum: while the vast majority of both Black and white
managers are satisfied with their progress, there are some in-
dications that the Black managers will become more dissatisfied
as their length of service increases.

The Managers' Attitudes about Selecting New Jobs,

Their Future Progress in Their Companies,
and Their Goals

This section will discuss the managers' views about
important factors in their selecting a job, their future progress,
their goals, and how compatible they think their goals are with the
progress they foresee for themselves.

A. Important and unimportant factors in
selecting a new job

The recent HEW study on work listed eight factors workers
believe are most important with regard to their jobs. The study
said:

This unique and monumental study, to which we often
refer in this report, is based on a representative
sample of 1,533 American workers at all occupational
levels. When these workers were asked how important
they regarded some 25 aspects of work, they ranked
in order of importance:

1. Interesting work

2. Enough help and equipment to get the job
done

3. Enough information to get the job done

4. Enough authority to get the job done

5. Good pay
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6. Opportunity to develop special abilities
7. Job security
8. Seeing the results of one's work.’

The managers' responses to the next three questions,
especially the white managers', generally support the findings
of the Labor Department study. One question the managers were
asked was: Just supposing you were going to choose a new job,
which one of these things would be most important to you?

High Income

No Danger of Being Fired; Security

Lots of Free Time

Chances for Advancement

The Work is Important and Gives a Sense of
Accomplishment

The Work is Interesting

The Work Gives Lots of Chances to Meet People

Other

Fifty percent of the Black managers and 73 percent of the
white managers selected, as being the most important, either the
work is important and gives a sense of accomplishment, or the
work is interesting. The Black females are closer to the white
managers in their responses than the Black males. For example,
65 percent of the Black females, compared to 46 percent of the
Black males, selected either the work is important and gives a
sense of accomplishment, or the work is interesting. Another dif-
ference which occurs between the Black males and females is that
three times the percentage of Black males than females selected
chances of advancement as the most important factor--26 percent

of the Black males and 9 percent of the Black females. The

Black males and females are quite similar with regard to the

7Work in America, p. 13.
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importance they place on salary--22 percent of the Black males
and 19 percent of the Black females selected salary as the most
important factor.

The white males' and females' selections of the most
important factors when choosing another job are quite similar.

When age is used as the control variable, 94 percent of
the white managers 30 or younger selected as most important the
interest and importance of their work, while only 41 percent of
the Black managers 30 and younger selected these factors. Only
cne white manager 30 and younger selected income, compared to 24
pefcent of the Black managers. Sixteen percent of the Black man-
agers in this ége group selected advancement and none of the white
managers. Similar differences but less severe are noticed among
the 30-40 age group and even less in rhe over 40 age group.

The managers' selections of the most important factor
when choosing a new job supports the proposition put forth in the
introduction to this chapter that many employees need to feel that
their work is important, gives a sense of accomplishment, and is
interesting.

The 23 percent difference between the percent Bf Black
managers and white managers who selected the work is important
and interesting can probably be attributed to the fact that most
of the white managers in this study are in secure, well-paying,
middle and upper level management positions, while most of the
Black managers are in low-paying, low level management positions;

therefore, the white managers are more concerned with more aesthetic
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needs and the Black managers are more interested in practical
needs such as money and chances for advancement.

Another reason the white managers select the importance
of work and the sense of accomplishment more than the Black man-
agers is that many of the white managers might be assuming that
salary increases and chances for advancement will be a part of
any job they have, while the Black managers cannot make such
assumptions. .

Table 4 shows which of these factors the managers believe
would be mostlimportant if they were looking for another job.

When the managers were asked to indic2:te which of the
remaining things would be second in importance and of least im-

portance, the differences between the responses of the Black and

, . , 8
white managers become increasingly smaller.

B. Goals and aspirations

Not only do the Black managers consider advancement and
salary more important than the white managers, but they also
want to advance faster and reach the same levels of management
as those to which the white managers aspire, if not higher levels.
Chart 1 shows the differences between the expected and
desired times for promotion. This chart clearly indicates substan-

tial differences between the Black and white managers' expected

and desired times for their next promotions. For example, 43

8see Appendix B, p. 355, for the frequency distribu-
tion of the managers' responses to these two questiomns.
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TABLE 4

WHICH FACTOR WOULD BE THE MOST IMPORTANT
WHEN SELECTING A NEW JOB

Factors Black White
Managers Managers
(N=116) (N=156)

The Work is Important and

Gives a Sense of Accomplishment 42 7 60 7%
Chances for Advancement 22 8
High Income ' 20 12
The Work is Interesting 8 13
No Danger of Being Fired;

Security 3 2
The Work Gives Lots of Chances

to Meet People 1 2
Lots of Free Time 1 1
Other 3 2
Total 100 100

p&£.05

percent of the Black and 28 perceat of the white managers want
to be advanced immediately, while no Black managers and only one
white manager believe they will be advanced immediately. Also
72 percent of the Black and 48 percent of the white managers waat
to be promoted within at least one year, but only 35 percent of
the Black and 23 percent of the white managers believe they ac-
tually will be advanced within the next year.

In general, the younger lower level Black and white mana-
gers want to be promoted sooner than the older middle and upper

level managers.
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As Table 5 shows, the level of management the Black and

white managers would like to achieve is quite similar.

TABLE 5

LEVEL OF MANAGEMENT THE MANAGERS
WOULD LIKE TO ACHIEVE

Level Black White White*
Managers Managers Managers
(N=116) (N=156) (N=156)
Lower Level™” 2 7 6 7 9 %
Middle Level? 29 22 26
Upper Level 53 52 58
President 14 7 7
Stay at Present Level 2 13 0
Total 100 100 100

*This column includes the percentage of white managers
who want to remain at their present levels.

**Even though all participants in this study were at
least at lower level management, those who selected this ievel
as their goal did so because they still have a number of steps
within this level to which they could advance.

To this point, it has been shown that the Black managers

(1) place much more emphasis on high income and chances for

IThere is a realistic attitude on the part of the less-
educated Black managers with regard to their goals and aspirations
in white corporations at this time. They realize that for Blacks
to make upper munagement positions they must be super-qualified.
They also realize that firms are placing greater emphasis on their
managers' possessing college degrees. These factors explain why
twenty-four of the twenty-nine Black munagers who do not have
bachelors degrees only want to achlicve middle management positions
and it also ezplains why 52 percent of the Black females, all of
whiom do not have college degrees, selected the middle level of

o manigement.
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advancement than white managers, (2) would like to be promoted
sooner than white managers, and (3) would like to achieve slightly
higher positions than white managers. Thus, contrary to many of
the white managers' stereotype beliefs, the Black managers are
ambitious and in fact somewhat more ambitious than the white
managers in this study.

It is important to look in more detail at possible reasons
why the goals and aspirations of the managers are only slightly
different or, if anything, why the Black managers are more ambi-
tious, consi&éring the fact that more than 60 percent of the
Black managers come from working class backgrounds and more than
60 percent of the white managers come from middle and upper class
backgrounds.

As was pointed out in Chapter II, many studieslO have
shown that middle class people have higher occupational aspira-
tions than lower class people primarily because of more counsel-
ing and encouragement from parents. While this explanation applies
to the white managers, it does not seem to pertain to the Black
managers' situation.

When the managers' aspirations are correlated with the

mothers' and fathers' educational achievement and fathers'

1OHarry J. Crochett, Jr., "Psychological Origins of
Mobility," in Neil J. Smelser and Seymour M. Lipset, eds.,
Social Structure and Mobility in Economic Development (Chicago,
1966), pp. 280-309. Eli Ginzberg, et al., Occupational Choice
(New York, 1951), p. 78. Seymour M. Lipset and Reinhart Bendix,
Social Mcbility in an Industrial Society (Berkelcy and Los
Angeles, 1958).
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occupational achievement, it is found that those white managers
whose fathers and/or mothers were highly educated and those white
managers whose fathers were in high professional and/or manager-
ial positions have higher aspirations than those managers whose
parents did not possess these characteristics. For example, 84
percent of those white managers whose fathers had at least bach-
elors degrees, compared to 57 percent of those whose fathers had
only a high school diploma or less aspire to be or already are
upper level managers.

With'fegard to the Black manage s this trend is not as
clear as it is for the white managers. Sixty-five pefcent of
the Black managers whose fathers had only a high school diploma
or less andl68 percent whose fathers had at least bachelors
degrees aspire to become upper level managers.

The primary reason that Blacks from the lower class have
similar aspirations to those from the middle class is that even
though their parents wefe not from the middle class, their parents
have expected them to get an education, work hard, and make some-
thing of themselves. Goodwin found support for this contention
when he noted that poor people hold just-as strong work ethics
as the middle class. He 1lso noted that poor Black children whose
families were on welfare had a much more positive work ethic at-
titude than white middle class children.ll
Another possible influence on the Black managers' goals

and aspiratious is how far they perceive Blacks can go in their

1lGoodwin, passim.
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It is quite probable that if Black managers believe

the highest a Black can go in their companies is the middle level

of management, they might at first want to become members of the

upper level of management but after a time they might either revise

their goals downward because they believe it is impossible to

achieve upper management or they might leave their companies.

As Wilensky and Lebeaux said:

Thwarted mobility aspirations may lead to quite
different adjustments, however. Chinoy . . .
reports the reactions of a group of auto workers
(mostly Census "semi-skilled") to the disparity
between the promises of the American Creed and the
realities of their own experience. He suggests
that these workers have redefined '"getting ahead":
they scale down their ambitions to small goals
obtainable in the shop; they include security and
material possessions in the concept of '"getting
ahead" . . . .12

In analyzing how far up the occupational ladder the Black

managers believe a Black can go in their companies and the desired

positions the Black managers want to achieve, 63 percent of those

Black managers who will remain with their firms desire to achieve

positions in the upper level of management. More than half of

them believe a Black can make it to at least upper management

positions; of the 35 percent who desire to achieve positions

up to the middle level of management, only one-quarter believe

Blacks can make it to upper managerial levels. From these fig-

ures it seems that some Black managers might base their goals

and aspirations at least in part on their impressions of how

far a Tlack can go in their companies. Twenty-one of the

12yilensky and Lebeaux, p. 111.
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twenty-four Black managers who said they might leave their firms13

believe a Black can only go to middle management and nineteen of
them want to achieve at least upper management positioms. This
suggests that many Black managesrs, especially if they are edu-
cated and have high amibitions, will leave their firms if they
believe there is a barrier at some low level of management over

which they cannot cross.

C. Major obstacles

Many‘Qf the Black and white managers believe there are
major obstacles preventing them from achieving their desired
~ goals--56 percent and 47 percent, respectively.

There are no large differences between those managers
who believe there are obstacles and those managers who do not
when the positions the managers eventually would like to achieve
are correlated with whether they believe there are major obstacles
preventing them from achieving their positionms.

Many of those Black managers who indicated that there are
not any major obstacles believe this because chey believe in them-
selves and their abilities. For example, one Black lower level
female manager from Triple C Bank rated her chances of.obtaining
an upper middle management position as good and does not feel
there are any major obstacles in the way of her obtaining this

position on the basis of her experience and qualifications, but

13Twenty—one percent of the most educated, generally
younger Black managers who are the most ambitious indicated
that they intend to leave their firms.
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she said that "other things might hinder my progress." The most
probable "other thing" hindering her position is discrimination.
She along with 65 percent of the Black managers in this study wants
to achieve upper management positions, but only 33 percent believe
that their firms will allow qualified Blacks to reach upper man-
agement.

Table 6 lists the obstacles the managers believe are
hindering their chances for advancement.

Some interesting comments with regard to what the man-—
agers believe'are the major obstacles hindering their progress
follow:

A Black lower level female manager from Ace Public Utility
who rated her chances as fair for reaching middle management:

"I lack a college degree. If you asked me three months ago I
would have said that being Black and a female would go against
you; however, now they go for you.”

A white lower level manager from the same company rated
his chances of reaching upper management as fair and believes the
major obstacles is his company's new emphasis on promoting
women: "A numbers game is being played with regard to the em-
ployment of women since in the past they have been discriminated
against. It will probably just be 'window-dressing'--a little
more than tokenism. They will probably put a woman where I
would be promoted to."

A white middle level manager from Triple C Bank wh vanted

to become an upper middle level manager rated his chances of

-
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TABLE 6

MAJOR OBSTACLES THE MANAGERS BELIEVE ARE
HINDERING THEIR CHANCES FOR ADVANCEMENT

Major Obstacles Black White
Managers Managers
(N=65) (N=73)
Race, i.e., being Black 44 7 0%
Lack of education 32 36

Great competition; only a few
jobs at that level; only a few
positions and: those holding

them are not about to retire 9 12
Sex, i.e., being female 7 4
Lack of seniority ' 7 ‘ 1

Lack of specific technical,
scientific, or professional
skills; not being in the

pecific arca to gat the
position 6 8
Age, i.e., too old 3 14
Lack ofdiverse experiences 3 11
Age, i.e., too young 1 3
Lack political influence 0 8
Other 14 ~ 21
* .
Total 126 IR
#* 3 e
Thi total PETiliitages aiw uvel LUU vetduse SOWe managers

believe there are a number of major obstacles.
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getting a position a: that level as excellent, but he believes
his lack of a college degree would be a major obstacle to his
achieving that level.

Finally, a Black middle level manager from Cousins Manu-
facturing who rated his chances as poor for reaching upper man-
agement said the major obstacles are '"the apathy and ultra-racist
conservatism of private institutions" such as his firm. Inciden-
tally, he is satisfied with his progress thus far.

D. Summary and Conclusions of the Managers' Attitudes

about Selecting New Jobs, Their Future Progress in
Their Companies and Their Goals

Several important facts were discussed in this section
which have significant implications for the business community.
The first is that many of the Black managers are presently sat-
isfied with their progress primarily because of their short per-
iods of time with their firms.

The second is that the Black managers, as do the white
managers, place a great deal of importance on a job being inter-
esting and :he work being important and giving a sense of accomplish-
ment, but many Black managers also place a great deal of emphasis
on salary and chances for advancement, indicating the; are more
ambitious than whites.

The third is that overall the Black managers expect and
desire to be promoted sooner than the white managers. The fourth

is the long range goal of 67 percent of them to become members of

the upper level of management but only 33 percent believe their
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firms will allow them to reach upper management. The fifth is
that 21 percent of the Black managers--75 ;ercent of whom are
college educated--plan to leave their firms primarily because
they do not believe their firms are equal opportunity employers.

The important implication these facts have for firms is
that since many firms are not sincerely committed to equal employ-
ment opportunities, it is quite cbvious that Black managers, es-
pecially the young college educated Blacks, will soon become dis-
satisfied with their immediate progress and with their companies
in general. These dissatisfied managers will either leave their
firms or become very disenchanted, dissatisfied managers who either
will not be able to perform their jobs properly because of their
dissatisfcation or will purposely not perform their jobs properly
because of their dissatisfaction. It is more likely they would
leave their firms. Fof gxample, 92 percent of those managers
leaving their firms answered at least five of the seven questions
about thzir companies' employment policies toward Blacks negatively,
compared to 55 percent of those who will stay with their firms.

It is clear that no firm will be able to achieve any reason-
able affirmative action goals, if they have a 25 percent turnover
rate qf Black managers, especially the highly educated and moti-
vated Blacks. Put another way, while these firms will retain many
average Black managers, as they do whites, they will never be able
to build up a pool of highly talented Black managers from which

they can select Blacks to be promoted to higher managerial positions.
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It is also clear that the overall difference between the
expected and desired times for advancement can create a serious
problem for firms, especially with the more rigorous enforcement
of equal employment laws. It was noted in Chapter III that with
the present economic slowdown and overstaffing at middle and upper
management, many Black and white managers have become disenchanted
with their progress. Because the emphasis on affirmative action
coincided with the economic slowdown, and the discovery of over-
staffing at the middle and upper levels, many white managers are
grumbling théé they are not being promoted because only Blacks
are being promoted and many Blacks who expected to be promoted
attribute their lack of promotional opportunities only to con-
tinuous racial discrimination in their firms. This situation
can lead to direct confrontation, if not dealt with properly.

In concluding, corporations should not place Black man-
agers, or any managers for that matter, in unimportant, uninter-
esting, low-paying jobs with little chances for advancement be-
cause it will lead to dissatisfied managers who will probably
leave their firms and/or will become problem employees. As
Richard J. Campbell noted for all managers, ''mobility is thg mark
of success for the new breed of manager--if advancement is slow,

he/she should and will seek greener pastures."14

lag, ;. Campbell, unpublished article, AT&T, "Attitudes,
Expectations, and Career Mobility.'" See also Robert J. Albrook,
"Why It's Harder to Keep Good Executives,' Fortune, Nov., 19€8,
pp. 137-180; Eugcne Emerson Jennings, The Mobile Manager (Ann,
Arbor, Mich., 1967).




355

The Managers' Work Environment

Chris Argyris wrote in the introduction to Alfred J.

Morrow's book, The Failure of Success:

Problems are equally severe at management levels,
where incompetent organizational structures create
executive environments lacking in trust, openness,
and risk taking. The attitudes that flourish best
in such environments are conformity and defensive-
ness, which often find expression in an organiza-
tional tendency to produce detailed information
for unimportant problems and invalid information
for important ones. This tendency ensures inef-
fective problem solving, poor decision making,

and weak commitment to the decisions made.l

In tﬁé past twenty years psychologists and sociologists
have stressed the importance of good working relationships,
which are enhanced by the lack of role ambiguity, as important _
factors in improving and/or maintaining organizational efficiency.16

More explicitly, if on the one hand a’ﬁanager does not

have a good work relationshipl7

with his immediate work group
(subordinates, peers, and superiors), his/her organizational

role will be ambiguous primarily because the lack of trust, support,

15¢chris Argyris, "A Few Words in Advance," in Alfred J. Mor~-
row, ed., The Failure of Success (New York, 1972), pp. 3-4.

16For example, see: Chris Argyris, "T-Groups .for Or-
ganizational Effectiveness,' Harvard Business Review (March-
April, 1964), 60~74. Rensis Likert, The Human Organization:
Its Management and Value (New York, 1967). Rensis Likert,
New Patterns of Management (New York, 1961). Douglas McGregor,
The Human Side of Enterprise (New York, 1960).

17Good working relationships are characterized by high
trust, high supportiveness, and high interest among and between
subordinates, peers, and superiors ia solving problems which
confront organizational members.
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and interest will lead to a lack of necessary information for the
manager. On the other hand, if a manager is in an ambiguous role
(he/she lacks adequate information about his/her roles, the extent
of his/her responsibilities and information necessary to carry
them out), this ambiguity will lead to poor work relationships

and conflicts which lead to job dissatisfaction.l8 Caplan and
French concluded:

We have already mentioned a variety of other
stresses, in addition to that of low participation,
which are also accompanied by low job satisfaction
and/or job-related threat. These stresses include
poor relations with others, role conflict, tole
ambiguity, and quantitative and qualitative over-
load. Of all the stresses we have considered, low
participation has the greatest harmful effect on
job satisfaction and threat. This means that par-
ticipation is a relatively important determinant
of psychological well-being.

Since participation is also significantly
correlated with low role ambiguity, good relations
with others, and low overload, it is conceivable
that its effects are widespread, and that all the
relationships between these other stresses and
psychological strain can be accounted for . terms
of how much the person participates. This, in
fact, appears to be the case. When we control or
hold constant, through statistical analysis tech-
niques, the amount of participation a person re-
ports, then the correlations between all the above
stresses and job satisfaction and job-related threat
drop quite noticeably. This suggests that' low par-
ticipation generates +*hese related stresses, and
that increasing partic’.pation is an efficient way
of reducing many other stresses which also lead to
psychological strain.l9

Because of the important role participation plays in the

managers' satisfaction with their jobs, in this scction the managers'

18pobert D. Caplan and John R. P. French, "Organization
Stress and Individual Strain," in Morrow, p. 51,

191bid., p. S1.
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responses to questions about their general work =nvironment will
be discussed with special emphasis placed on the managers' views
of their job responsibilities, their power and authority to make
and influence decisions and their relationships with their
superiors.

Rather than discuss each question separately, which would
be confusing and time-consuming, the managers' responses to each
question will be listed, and an overall index of six of the major
questions will be analyzed.

The ééntral proposition put forth to the managers was:
All of us occasionally feel bothered by certain kinds of things
in our work. Listed below are a number of examples of things
that sometimes bother people. We would like you to respond to
each example in terms of how frequently you feel bothered by each
of them. Table 7 shows the managers' responses.

As one can .see from the responses, the Black managers are
generally bothered more by these things in their work environment
than the white managers. This is not surprising, but it is sur-
prising that in view of their extremely negative views of their
companies' employment policies towards Blacks and the racial
atmosphere which exists in their firms an even highef percentage
of Black managers are not bothered by these factors.

In order to obtain a more concise and consistent view of
the managers' responses to six of the most important questions
regarding factors which bother the managers in their work envir-
onment, an index was formed. The six questions which make up

the index are:
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How frequently are you bothered by feeling that you
have too little authority to carry out the respon-
sibilities assigned to you?

How frequently are you bo.hcred by being unclear
on just what the scope and responsibilities of
your job are?

How frequently are you bothered by thinking that
you'll not be able to satisfy the conflicting
demands of various people over you?

How frequently are you bothered by not knowing
what your superior thinks of you, how he eval-
uates your performance?

How frequently are you bothered by feeling un-
able to influence your immediate superior's
decisions and actions that affect you?

How frequently are you bothered by having to

do things on the job that are against your

better judgment?

Tables 8 and 9 show the percentage of managers by race,
sex, and managerial level who answered the questions unfavorably.
A score of one is given for a response of rather often or nearly
all the time and no score is given for a response of never or
rarely.

These two tables show more concisely that overall the
Black managers are bothered by more things in their work en-
vironment than the white managers. Also the female managers
- in lower level positions are the most bothered by their work
environment. In analyzing more defined groups, which in some
cases have relatively few numbers in each cell, it is found

that white females in middle and upper management positions,

all of whom are over 30, and Black middle level managers 30
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TABLE 8

THE BLACK MANAGERS' OVERALL VIEWS OF
THEIR WORK ENVIRONMENT

Overall Views Black Males Black Females
Lower Middle Lower Middle
(N=60) (N=33) (N=22) (N=1)

Not at all Bothered 38 7% 38 % 29 % 07

(0)

Somewhat Bothered 43 36 39 0

(1-2)

Most Bothered: 19 26 32 100

(3-6)

Total 100 100 100 100

TABLE 9

THE WHITE MANAGERS' OVERALL VIEWS OF
THEIR WORK ENVIRONMENT

Overall Views White Males White Females
Lower Middle Upper Lower Middle Upper
(N=33) (N=72) (N=28) (N=16) (N=5) (N=2)

Not at all Bothered 50 % 55 % 58 % 44 7 60 7 100 %
0) .

Somewhat Bothered 40 39 39 13 40 0
1-2)

Most Bothered 10 6 3 43 0 0
(3-6)

Total 100 . 100 100 100 100 100

[
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and younger are least frequeﬁtly bothered by their work environ-
ment. (All are involved in managing people.)

After the young white and Black females in lower manage-
ment positidns, the most bothered group with their work environ-
ment are the older Black middle level managers with four or léss
years of service in their present company, all of whom have had
a great deal of experience in outside jobs. Most of them are
involved in staff jobs related to Black consumer markets and/or
employees. The few o}der white managers in middle management
are not bothé£ed by very much in their work environment.

There are more similarities between the Black and white
lower level managers than there are between the Black and white
middle level managers. It seems that as whites move up the exec-
utive ladder, they are bothered by fewer things in their work en-
vironment, while there is a tendency for Blacks to be more both-
ered as they move up the executive ladder. This is a result of
most Blacks who make it to middle management positions being
placed in non-administrative, non-decision making positions with
little or no responsibility. 1In contrast, as most whites move up
the ladder, they receive administrative and decision making posi-
tions with more responsibility and authority than they had at
lower management positions.

Several studies have noted that as white managers move up

the occupational hierarchy, their job satisfaction increases.20

20gee also: G. Gurin, J. Veroff, and S. Feld, Armericans
View Their Mental Health (New York, 1960. L. W. Porter, "A Study
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For example, Campbell, st al. noted:

In organizations, managers typically report higher

general job satisfaction than nonmanagers. 1In

fact, taking the labor force as a whole, the only

group to show consistently higher satisfaction is

that made up of members of the professions .

Higher level managers also tend to repotrt more

satisfaction than lower level managers . .2

Forty-one percent of the Black managers who intend to
leave their firms are bothered by at least three of the six
situations, compared to 17 percent of the Black ﬁanagers who
intend to remain with their firms. They also make up eight of
the fourteen or 57 percent of those who are bothered by four or
more of the factors in their work situations. From these fig-
ures it is elear that firms must make the work environment more
agreeable, if they intend to keep their young, educated Elack
managers.
It is interesting to note that the Black managers who are

bothered by more of the work environment situations are those
Blacks who are in such areas as personnel and urban affairs, fol-

lowed by those in the scientific areas and accounting and com-

puter science areas. The most satisfied Black managers are those

of Perceived Need Satisfactions in Bottom and Middle Management
Jobs," Journal of Applied Psycholopy, 45 (1961}, 1-10. L. W.
Porter, "Job Attitudes in Management. I. Perceived Deficiencies

. in Need Fulfillment as a Function of Job Level," Journal of Applied
Psychology, 46 (1962), 375-384. V. H. Vroom, Work and Motivation
(New York, 1964). V. H. Vroom, Motivation in Management (New
York, 1965). '

21 50hn P. Campbell, Marvin D. Dunnette, Edward E. Lawler,
and Karl E. Weich, Managerial Behavior, Performance, and Effect-
iveness (New York, 1970), p. 379. ’
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in administrative and banking positions. The Black managers in
the former positions have very little, if any, decision making
power and influence, while the Blacks in the latter areas have
more decision making power and influence becausc it is inherent
in their positionms.

When the responses of the Black and white managers to the
six questions are averaged for each company, some interesting
comparisons become eyident. The Black and white managers in
Triple A Bankhhave, on the average, similar overall feelings
about their w;rk environment. The biggest differences between
the Black and white managers occur in the two companies with the
weakest Affirmative Action Programs, Triple C Bank and Deuce Pub-
lic Utility. In fact the white managers in these companies are
the least bothered with their work environment and the Black man-
agers among the most bothered. The white managers in Ace Public
Utility are the most dissatisfied group of white managers.

The smallest dif ference between the Black and white man-
agers' responses occurs in Ace Public Utility, a large part of the
managers' being bothered by these situations could be attributed
to the company's characteristics, i.e., there could be an overall -
management style which makes both the Black and white manag:rs
feel bothered by\their work environment.

A. Summary and Conclusions of the
Managers' Work Environment

In sum: Approximately one-third of the Black managers,

compared to more than half of the white managers, are completely
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satisfied with their work environment. On the negative end of
the scale, i.e., those managers who are most bothered by things
in their work situation, more than double the percent of the
Black managers compared to white managers fit into this category.
The young Black and white females are more bothered by things in
their work environment than the males. There is also a great deal
more dissatisfaction among the older Black middle level managers
than among their white peers. Finally, much more dissatisfaction
exists among the Black lower and middle level managers who have
been with their firms less than four years than those who have

- been with their firms for longer periods of time. This creates
a very serious problem for the firms. As was noted before, these
educated Black managers are the ones the firms indicate they are
depending on to fulfill their Affirmative Action Programs. The
consequences of a bothersome work environment, as has been pointed
out before, will make the managers dissatisfied and disgruntled
employees who either will not prerform their jobs as best as they
could or will leave their companies. Thus, the firms will never
be able to achieve any affirmative action goals beyond the lower
level of management.

The Managers' Satisfaction with Several
Important Factors

In this section the managers' satisfaction with their
work group, the type of work they are doing, their salaries, and

their companies in general will be discussed.
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The questions and responses.will be presented in the same
format as the questions and responses in the previous section.
The general proposition was: Please answer the following ques-
tions in terms of how satisfied you are with each. Table 10 |
lists the questions and responses.

When one considers the Black managers' views of their
companies' employment policies and their satisfaction, it is
surprising that a higher percentage of Blacks are not satisfied
with their work group, the work they do and their company in
general. .

There are greater differences between the white and
Black managers on these questions than those questions dealing
with what situations bother them in their work environment. More
than double the percentage of white managers than Black managers
are completely satisfied.with their progress, salary, work group,
type of work, and company in general.

Once again it would be helpful to obtain an index consis-
ting of the managers' responses by race, sex and managerial level
to their satisfaction with their progress, work group, type of
work, salary and company in general. Tables 11 and 12. show the
percentage of managers who answered not very satisfied or not
satisfied at all on the five questions, i.e., those managers who
gave the previous answers received a score of one and those who
did not received no score.

In general, both the Black and white females are more

dissatisfied than the males with the previous factors, as was the
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TABLE 11

THE BLACK MANAGERS' OVERALL SATISFACTION
WITH THEIR JOB SITUATION

Overall Views Black Males Black Females

Lower Middle Lower Middle
(N=60) (N=33) (N=22) (N=1)
Completely
Satisfied
(0) 23 % 36 % 23 % 07
Satisfied
(1-2) ) 45 36 53 0
Not Very
Satisfied
(3-5) 32 28 24 100
Total 100 100 100 100
TABLE 12

THE WHITE MANAGERS' OVERALL SATISFACTION
WITH THEIR JOB SITUATION

Overall Views White Males White Females
Lower Middle Upper Lower Middle Upper
(N=33) (N=72) (N=28) (N=16) (N=5) (N=2)

Completely
Satisfied

(V) 39 % 35 % 93 % 50 Z 100 % 50 7%

Satisfied
(1-2) 45 42 7 31 0 50

Not Very
Satisfied
(3-5) 16 3 0 19 0 Q

Total 100 100 100 100 100 100
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case regarding the questions about their work environment, except
the differences between the sexes of the same race are not as large
as they are with regard to the work environment. Both the Black
males and females were more dissatisfied than their white counter-
parts.,

The most educated white managers are the most satisfied,
while the most educated Black managers are the least satisfied.
This difference is caused by the fact that the educated white
managers can look forward to their education providing them
better opporfﬁnities than the uneducated white managers :~ . the
educated Black managers, while the educated Black man... s are
generally given less opportunities than the uneducated white man-
agers and much less opportunities than the educated white managers.

‘Those lower and middle level Black managers with four or
less years of service make up the highest percentage of dissatis=-
fied Black managers. For example, of the nineteen Black males in
lower management wlio were most dissatisfied, 59 percent have been
with their firms less than four years and five of the eight middle
level Black male managers who were most dissatisfied have been
with their firms less than four years. However, the Black female
managers with more than four years of service are the most dis-
satisfied group of managers. Five of the six Black females who
were mcst dissatisfied have between four and twelve years of
service.

With regard to more specifically defined groups, the

white lower level female managers 30 and younger are the most
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dissatisfied group of managers with the previous five factors
along with the Black middle level managers 30 and younger. While
the former group 1s also the most dissatisficd with their work
environment, the latter group is one of the most satisfied groups.
The white males in middle management who are 30 and younger are
very satisfied, as are the white female managers in middle and
upper management positions.

Even though older Black middle level managers are more
satisfied with their company, etc., than the Black lower level
managers, they are much more dissatisfiedvthan the older white
middle level managers.

In the previous section on work atmosphere, it was dis-
covered chat Triple A Bank has the most satisfied Black managers.
Again, this is true for overall job satisfaction. The second most
satisfied group of Black managers comes from Ace Public Utility.
The mogt dissatisfied Black managers are in Cousins and Aunts
Manuf&cturing, the two sister companies. Eighty percent of the
Blacks in these two firms have at least bachelors degrees and
half have advanced degrees. This clearly indicates that the
educated Black managers are thé most dissatisfied with, the cor-

porate world.

Summary and Conclusions

One of the most important findings in this chapter is that
the Black managers are not as dissatisfied with their work envir-
onment and jobs in terms of progress, type of work, work group,

salary, and company in general, as one might expect from their
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negative views about the fairness of their companies' employment
policies. The primary reason most of the Black managers are sat-
isfied with thieir progress is that many of them have not been with
their firms for long periods of time and have been satisfied with
their progress thus far. The writer noted that dissatisfaction
among Black managers will increase because most of the firms in
this study are not committed to equal employment opportunities.
While 67 percent of the Black managers who intend to remain with
their firms want to achieve at least upper managerial positions,
only 34 pefcéﬁt believe that Blacks can achieve such positions

in their firms due to barriers created by racial discrimination.

Those Black managers who do not intend to remain with their
firms, 21 percent, are generally very well educated and have very
negative views of their companies' employment policies toward
Blacks. They do not believe they will be able to fulfill their
goals and aspirations in their present companies.

With regard to the things that bother managers in their
work environment and their job satisfaction in terms of type of
work, work group, salary, and company in general, the younger,
more educated Black managers are the most dissatisfied. Again
they are the most likely to leave their firms. Overall only 16
percent of the Black managers, compared to 39 percent of the
white managers, are not bothered with things in their work en-
vironment and are completely satisfied with their job and company.

The fact that the younger, more educated Black managers

who have high goals and ambitions, who are bothered by many things
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in their work environment, and who are dissatisfied with their
general job situation are most likely to leave their firms supports
Friedlander and Walton's findings based on a study of white mana-
gers. They found that decisions to remain with companies are
based primarily on perceived opportunities for sglf-development,
personal growth, and challenginé assignments.,

The younger lower level female managers both Black and
white are generally more dissatisfied with their present overall
work situatiqns. The HEW study noted:

Much of the work that women currently do outside
their homes deflates their self-images. The
majority of the worst white-collar jobs probably
are held by women: keypunch operators, telephone
company operators, and clerical workers. Women
are also over-represented on assembly-lines--the
worst jobs in the economy. Yet, as the Survey of
Working Conditions showed, women tend to derive the
same satisfaction as men do from the intrinsic re-
wards of work--when they are available. The Survey
also found, however, that women are nearly twice
as likely as men to express negative attitudes
toward their present jobs. The cause of this dis-
satisfaction seems to lie in the discrepancy be~
tween women's high expectations about work and

the actual low social and economic statuses of
their jobs. Education is another important var-
iable. A recent study of The Quality of Life
shows that college educated women are most happy
if they have jobs, and less happy if they don't
(presumably because they tend to have more inter-
esting jobs); married women without college edu-
cations are not necessarily less happy if they
don't have jobs (presumably because of the less
interesting jobs that are available to them) .22

Finally, there is a negative relationship between the

level of management the Black managers have achieved and their

22york in America, p. 58.
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overall satisfaction with their work environment, while the
contrary is true for the white managers. Campbell noted:
The results show that middle management men have
more positive attitudes than lower level managers.
If only year eight data were available, we might
conclude that since middle managers generally
have more responsibility, higher pay, and status
that this alone accounts for their higher personal
satisfaction, job satisfaction, ete.?2
The most important implication of the findings in this
chapter is that none of the firms will be able to build a large
pool of Black managers from which to select those to promote to
higher managerial positions unless they truly begin to be equal
" opportunity employers. Those young, educated Black managers
whom many firms will have to depend on to become middle and
upper level managers will not remain with their firms if they

are dissatisfied with their general job situation and believe

their opportunities are limited.

23
R. Campbell, p. 10.




374

CHAPTER IX
MINORITY MANAGERS IN A MAJORITY SETTING

Introduction

This chapter deals with being Black in a virtually all
white bureaucracy and the effect that has on the Black managers'
relationship with their community.

That corporations can create strong pressures to conform
to bureaucratic cultures and the enterprise way of life is plain.
That these pressures to conform are often offset by the loyalties
and values employees bring to the work place from outside is
equally plain.

Wilensky and Ladinsky note that there is a general
paradox in modern social order. On the one hand, modern bur-
eaucratic organizations create much occupational specialization
and social heterogeneity, but on the other hand, modern bureau-
cratic organizations draw people away from their race, ethnic,
religious and local ties into the national mainstream. In their
words:

In analysis of the shape of the modern social
order, the paradox of increasing heterogeneity
and increasing homogeneity is prominent. Economic
growth everywhere increases occupational and organ-
izaticnal specialization and makes for greater
social heterogeneity; separate worlds of work-
place and occupational group multiply. At the

same time, older sources of diversity--the paro-
chial loyalties of race, religion, ethnicity,
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and locality--recede in the face of powerful means
of communication and transportation and greatly
increased rates of social mobility; Everyman
shares in the common culture.

The ways in which modernization affects the
hold of religion, ethnicity, race, and locality
are little known. We have necither base-line data
from which to measure change nor any systematic
knowledge of the relative strength of various
group ties as they play out in the lives of per-
sons variously located. Yet a central issue in
the understanding of modern societies remains--
under what conditions and in what groups and
strata do occupational cultures (rooted in common
tasks, work schedules, job training, and career
patterms) and -.orporate cultures (rooted in the
organizational context of work) overcome other
sources of behavior? When does work shape so-
cial life more than ethnic-religious cultures
(sustained by common descent and early sociali-
zation) or class cultures (sustained by common
occupational stratum and similar levels of in-
come and education) or “community' and “neigh-
borhood" cultures (sustained by demographic
and ecological features of the locality)°

Wilensky and Ladinsky hypothesized:

. « we would expect successful minority men
(Jews and Catholics) who find themselves in
majority contexts==-occupations and workplaces
dominated by established Protestant elites--~to
epitomize the process of structural assimila-
tion; in their ties to kin, friend and formal
association, they should be escaping from the
religious community of origin and moving into
the occupational or corporate community of
destination . . . .2

They found substantial evidence of such structural

assimilation among lawyers, professors, and engineers in

lyarold L. Wilensky and Jack Ladinsky, "From Religious
Community to Occupational Group: Structural Assimilation Among
Professors, Lawyers, and Engineers," American Sociological
Review, 32 (August, 1967), 241-242.

21pid., p. 245.
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six work settings:
If our deviant ethnics minority men in a

majority setting are typical, this (mixing of

ethnic groups) will not be the social and

cultural blending of the "melting pot," nor

the autonomy of '"cultural pluralism,'" but old-

fashioned Anglo-Conformity, which remains the

most common form of assimilation, in practice

if not in ideology. For the new men in higher

circles, occupation will not merely be a way of

life; it will be the death of the religious

community.3

Using data on the careers of middle level Canadian civil

servants, the Francophone minority and Anglophone majority, C. .F:
Beattie specified and elaborated on the Wilensky-Ladinsky hypo-
theses about the type of manager who is meost likely to assimilate
and the conditions which foster this assimilation process. He
found that men in technical tasks are less likely to become
"organizational men" than those in "high-flying creative fields."
He suggested three explanations: First, managers in technical
and supervisory activities can separate their work activities
from their outside social activities, friends, and kin more
easily than managers in administrative,” human relations, or
community relations positions. Second, technical work requires
dependable consistent performance; a 'pleasing personality' is
not very important. And third, promotions in such technical
areas are "awarded to the few who demonstrate technical proficiency

in a relatively open contest." Thus, he concluded that these

technical jobs allow the Francophones to maintain their ethnic

31bid., pp. 558-559.
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identity because of the general lack of pressure to conform to
the majority Anglophone community.b
| In addition to these forces inside the "economic sphere,"
Beattie noted three other factors affecting ethnic identity.
First, if minority people are able to live in an ethnic neigh-
borhood, or be geographically close to a large ethnic neighbor~
hood of their origins, it will be easier for them to maintain
ties with their own ethnic group, whatever the pressures for
conformity to majority ways at work are. Another was that the
more negativé:reactions people receive about their ethnic back-
ground, the more likely they will try to assimilate into the
majority setting, i.e., the more likely they will try to play
down their ethnic origins. The final factor which he believed
affects the minority-majority relationship is the role the gov-
ernment plays in enhancing and approving more close relationships.
Because of these four factors shaping majority-minority
relations Beattie cautioned social scientists not to generalize
Wilensky and Ladinsky's conclusions about the strong assimila-
tion tendencies of Jews and Catholics in Protestant dominated
workplaces and apply them to other religiocus-ethnic groups.
Even though Wilensky and Ladinsky aimed at general pro-
positions about religious minorities, they also made the impor-

tant observation that structural assimilation of different ethnic

4c. F. Beattie, "Minority Men in a Majority Setting:
Middle Level Francophones at Mid-Career in the Anglophone Public
Service of Canada" (unpublished Ph.D. dlssertatlon University of
California, Berkeley, 1970).
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and racial groups varies greatly and that because of the unique
situation of Blacks their structural assimilation is problematic.s

To grasp the Black managers' situation in a majority setting,
one must begin with the emergence of a new mood in the 1960's.

In the 1960's the Black Powef and Black Separatist Movements

gained great momentum. After 100 years of attempting to inte-
.grate into white society, with little success, many Blacks de-
cided that integration was not an achievable or even a desirable
goal at the present time or in the near future. Also in the 1960;s
some corporafions began to make more than token efforts to hire
Blacks for professional and managerial positions.

These two developments of the mid-1960's created a poignant
dilemma for Black people. On the one hand, Blacks were finally ob-
taining a few opportunities to participate in the corporate world;
on the other hand, some Blacks denounced other Blacks for taking
advantage of their new opportunities. Many Black Power advocates
and Separatists believe that Black people working in cofporations
are undermining the Black movement's aim of developihg viable
Black economic institutions. They say that corporations physically
and psychologically remove Black people from their communities;
as a result thg Black communities are deprived of the knowledge,
technical skills and expertise possessed by the Black corporate
officials that are so vitally needed for Black economic development.

The Black managers' dilemma reflects the morxe generai di-

lemma of upwardly mobile marginal men and women everywhere. E. C.

5Wilensky and Ladinsky, pp. 560-561.
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Hughes notes that everyone who enters a profession, a corporation,
or even a new position must conform to its norms to some degree.
However, the Black professionals face this dilemma in sharpened
form:

If he accepts the role of the Negro to the extent
of appearing content with less than full equality
and intimacy with his white colleagues, for the
sake of such security and advantage as can be so
got, he himself and others may accuse him of sac-
rificing his race. Given the tendency of whites
to say that any Negro who rises to a special posi-
tion is an exception, there is a strong tempta-
tion for such a Negro to seek advantage by foster-.
ing the idea that he is unlike others of his race.
The devil who specializes in this temptation is a
very insinuating fellow; he keeps a mailing list
of "marginal men" of all kinds and origins. In-
cidentally, one of the by-products of American
mores is the heavy moral burden which this tempta-
tion puts upon the host of Americans who have by
great effort risen from (sic) groups which are

the objects of prejudice.

In this'study, a white middle level manager expressed concern
of many other white managers about Black managers' relationships to
their communities. He sees a conflict between their community loy-
alties and their business loyalties: "They demonstrate a humanis-
tic outlook-~they are keenly aware of the plight of their subor-
dinates. There seems to be a conflict between the Black managers'
relationship to their communities and their loyalties ;o their
companies whnich could take away from their overail effectiveness."

Like Bezttie, Alvin F. Poussaint, a well-known Black psy-

chiatrist, observed that if an ethnic group is looked down upon,

6g. C. Hughes, Men and Their Work (New York, 1958),

p. 113,
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the members are more likely to attempt to assimilate into the
majority setting:

Most psychiatrists and psychologists would agree
that the Negro American suffers from a marred self-
image, of varying degree, which critically affects
his entire psychological be‘ng. It is also a well-
documented fact that this negative self-concept
leads to self-destructive attitudes and behavior
that hinder the Negro's struggle toward full equal-
ity in American life. Civil rights leaders have
long been aware of the need to build a positive
sense of identity in the Negro masses . . .

Not only have Black men been taught that
Blackness is evil and Negroes ''mo-good,' they
have, in addition, been continually brainwashed
that only "white is right." It was the light-
skinned Negroes with straight hair who were al~
lowed to elevate themselves in America. Of course,
the white people suggested, and Negroes came to be-
lieve, that such Negroes were better because they
had much "white blood." And there are still cliques
of light-skinned Negroes in our communities who re-
ject their darker brothers. Black men were taught
to despise their kinky hair, broad nose, and thick
lips. Our "black" magazines pushed the straighten-
ing of hair and bleaching cream as major weapons
in the Negro's fight for social acceptability and
psychological confort.’

Because of the natural conforming forces of bureaucracies
and the psychologicalvoppression Blacks have lived under in this
country, many people, Black and white, believe that Blacks who
become memberé of the corporate world will leave the Black com-
munities and attempt to assimilate completely into the dominant
white culture.

But this idea applies to only a small fraction of Black

managers. There are several reasons for this position. First,

Talvin F. Poussaint, ''The Negro American: His Self-Image
and Integration,'" in Floyd B. Barbour, ed., The Black Power Re-
volt (Bostomn, 1968), pp. 94, 96.
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Blacks can never assimilate completely into white society be-
cause white society will never allow Blacks to forget that they
are Black first and American citizens second. Racial minorities
are different from ethnic-religious minorities: religious affil-
iation and ethnic origin can, in most cases, be easily hidden,

but an individual's color cannot. Second, discrimination against
Blacks is caused not only by visibility, but by the legacy of
slavery. Blacks are not new arrivals in this country. The his-
tory of racism is 400 years old, not 40 or 50 years old, and more
importantly is dominated by the institution of slavery. This his-
tofy has brought about psychological problems in Black-white re-
lationships which are deeper and more serious than psychological
problems between white efﬁnic groups. Third, especially in the
past 30 years and despite centuries of physical and psychological
oppression, most Blacks have developed very positive views of
thelr Blackness and a sense of commitment to cther Black people.
They realize that as long as any of their Black brothers and sis-
ters are oppressed they too will be oppressed. Moreover, the vast
majority of the Black managers are generally in jobs which daﬁl
with the Black community and/or Black employees; therefore, those
Black m;nagers who may wish to assimilate completely into white
society can never do so because if their white brothers and sis-
ters allow them to fool themselves, which is unlikely consider-
ing the white managers' racial attitudes and the racial atmosphere

in their comr:iznies, the Black community and other Black workers

will not allow them to forget their origins.
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Black managers generally work in corporations which are
located in cities with large Black populations. Equally impor-
tant, they live in either all Black areas or, typically, in in-
tegrated neighborhoods with large Black populations; therefore,
as Beattie noted, they are more likely not to assimilate. Fin~
ally, the federal government does not seem to be fostering Black
assimilation into white society, especially with regard to resi-
dential desegregation. For these reasons one cannot expect Blacks
to repeat the.cycle of social mobility and assimilation which
other ethnic "groups have followed.

The following pages will present substantial data which
will support the position that while there are some integrationist
tendencies among many Black managers, only a very small number
seem to desire to integrate and assimilate completely into white
gsociety. A review of some supportive evidence which was presented
in Chapters II, V, and VI will be helpful.

In Chapter II it was noted that 91 percent of the Black
managers live in neighborhoods where other Blacks live. More
specifically, only 25 per;:ent: of the Black managers live in
neighborhoods where Blacks make up only 10 percent or less. On
the other hand, 66 percent of the Black managers live in areas
where Blacks make up ‘46 percent or ;nore of the neighborhood.

The responses when categorized into managerial, educational,
and age levels, and length of service are quite similar. In other
words, there is no apparent trend which suggests that the Sldet,

college educated, Black middle level managers who make higher
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sala?ies and who have been with their firms for long periods of
time are further removed from the Black community than the younger,
less educated, Black lower level managers who have been with their
firms for only a short time. It should be pointed out that most

of the Black managers who live in areas with few or no Black neigh-
bors do so primarily because they live in neighborhoods located
close to their jobs. ‘

In Chapter II it was also pointed out that the younger,
lower level Black managers are more likely to belong to all-Black
organizations;than the older, middle level Black managers. In
addition, Black females belong to more racially homogeneous groups
than Black males.

Fifty-five percent of the Black managers have very or
fairly frequent contact with Blacks at social functions not re-
lated to work and only 13 percent have no contact ﬁith whites at
social functions not related to work. Again, the younger, lower
level Black managers, especially the females, have the least amount
of social contact with whites outside of work.

With regard to overall contact with whites, a Black female
who is a lower level manager, who does not have a college degree,
and who is 30 years or younser will have less contact with whites
than a Black male who is a middle level manéger, who has a college
degree and who is over 30.

When marriage was discussed in Chapter II, it was pointed
out that up until the late 1960's there was very little opposi-

tion to interracial marriages in the Black community; however,
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in the past six to eight years many Blacks, especially the young
and women, have voiced strong opposition to interracial marriages
generally on the grounds that any Black who marries a white {is
psychologically oppressed and brainwashed by white America. 1In
this study, 74 percent of the Black females, compared to only
27 percent of the Black males, could hardly imagine themselves
marrying a white person--a ctriking difference. In addition,

50 percent more of the Black managers 30 or younger than those
over 30 could hardly imagine themselves marrying a white persor}.8
Chaptér 11 also noted that Black managers who have very
{requent contact with whites, especially at social activities,
are more likely to feel that they could imagine themselves marry-
ing a white person than those who have fairly frequent, not very
frequent, or no contact at all with whites. Approximately 55 per=-
cent of the managers in the latter three categories and 89 percent
of the managers irn the first category could imagine themselves
marrying a white person.9 Considering the fact that only one of

the Black managers is married to a white person, it is obvious

}
80ne should remember that the managers' overall attitudes
about interracial marriages are quite similar to those, found in
the Gallup Survey (see Chapter I1I).

9Several additional comments on the Black managers' views
about marrying whites follow:

Black male managers from working class backgrounds are
less likely to feel they could marry a white woman than Black males
from middle class backgrounds; however, the Black females from all
classes hold similar views.

Black managers, males and females, from the South are far
more likely to say they could marry a white person than those from
other parts of the country.
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that the Black managers are not attempting to assimilate into
white society through matrimony. What this does indicate is that
they can imagine themselves marrying anyone to whom they are at-
tracted--that color is unimportant.

This same reasoning--that the Black managers are not op-
posed to associating with whites simply because they are white--
is the most valid explanation for the fact that the majority of
the Black managers have very or fairly frequent social contact
with whites outside of work and many belong to integrated socilal
and politicai'groups.

In Chapter VII the Black managers' responses to two
questions gave some indication of their degree of assimilation
into white society. One was the managers' responses to the ques-
tion: What advice would you give a Black manéger entering your
firm? Thirty-eight percent of them said that 3lacks should stand
up for what they believe is right, be their own man, and be them-
selves. Only two gave comments that could be considered "Tomish,"
i.e., Blacks should forget their color and not be color comnscious.

When the Black maﬁagers were asked: (1) 1if they would
consider the feelings of whites who would feel uncomfortable about
having Blacks in management positions, and (2) wodld they have an-
swered the questions differently ten years ago, 26 percent said
they would have answered theug%éstions differently ten years ago
because they were not conscious of themselves as Black people,
they were apathetic, and they would tend to overlook negative

white attitudes toward Blacks. Five percent said they would
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have been more influenced by negative white attitudes ten years
ago. |

All these data suggest that Black managers, while living
rather integrated lives and holding liberal integrationist views,
are not attempting to lose their Black identit&. The following
pages will lend further substance to this position. In addition,
data will be presented which suggest that overall these Black man-
agers' views are not very different from the general views of the
Black population in America--even though they seem to integrate
into white sdéiety somewhat more than the general Black population.

With What Segments of the Black Community Do the
Black Managers Have Good Communications?

Not only was the writer interested in ﬁhe racial composition
of the managers' neighborhoods, their organizational affiliations,
and their social contact with whites outside of work, but also
the segments of the Black community with which the Black managers
have good and bad communications. The managers were asked these
two questions: With what segments of the Black community do you
have good communications?, and With what segments of the Black
community do you have bad communications? The managers were al-
lowed to categorize the different segments of the Black community
In any manner they wished. Most of the managers categorized the
segments either in terms of class or political philosophy.

Tables 1 and 2 show-the managers’ responses to the

communications questions.
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TABLE 1

THE SEGMENTS OF THE BLACK COMMUNITY WITH WHOM THE
BLACK MANACERS HAVE GOOD COMMUNTCATIONS

Segments , Black Managers
(N=116)

All Segments 36 %
Moderates 33
Middle Class 16
Lower Class 7
All Except Militants and Revolutionaries 4
Conservatives 3
Upper Class 3
All Except Upper Class 2
Militants 1
Revolutionaries and Extremists 1

No Segments 1
Other 4
Total® 111

*The total percentages in Tables 1 and 2 are over 100
because some managers indicated that they had good or bad com-
munications with more than one segment.
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TABLE 2

THE SEGMENTS OF THE BLACK COMMUNITY WITH WHOM THE
BLACK MANAGERS HAVE BAD COMMUNICATIONS

Segments Black Managers
(N=116)
No Segments 38 %
Militants 32
Revoluticnaries and Extremists 17
Upper Class 11
Lower Class ’ 4
Conservatives ' 3
Middle Class 2'
All Except Militants and Revolutionaries 1
Other 5
Total 113

When sex is used as the control variable, it is found that
only 17 percent of the Black females, compared to 41 percent of
the Black males, indicatea that they have good communications
with all segments of the Black community. The Black females
tend to believe they have better communications with the mod-
erates and middle class than the Black males=--70 percent of the
Black females, compared to 44 percent of the Black males. This
is somewhat surprising because, in general, Blacks who identify
with the Black moderate middle class are more assimilative in

attitudes and behavior than those who identify with all segments
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of the Black community. However, as will be seen, most Black
females while believing they have good communications with the
Black moderate middle eclass, are not very assimilative in at-
titudes and behavior. Thus, one cannot categorically say that
Blacks who are from and identify with the Black moderate middle
class idgnﬁify less with the Black community than those who
might feel they identify with the masses of Black people.

In general, the younger, more educated Black male man-
agers from all social backgrounds who live in predominantly
Black areas ate more likely to believe they have good communi-
cations with all segments of the Black community than the older,
less educated, Black male managers who live in areas which are
not predominantly Black. Th;;é\are no such distinguishing char-
acteristics of the Black females.

The Black managers who consider themselves radicals are
more likely to get along with all segménts of the Black community
than the liberals, the liberals more than the moderates and the
moderates more than the conservatives. The Black managers who
nave no religiéus preferences are most likely to geghalong with
all segments of the Black community than those who have religious
preferences. Baptists are more likely to have good communcations
with all segments than the Blacks who belong to high status
Protestant religions such as the Presbyterians, Episcopalians,
and Lutherans, who generally come from the middle class and

are more conservative than Baptists.



390

There are few differences between the Black males and
females with regard to the groups with whom they have bad com-
muncations; however, young, educated Black managers are more
likely not to have bad communcations with any segment of the
Black community than older, less educated Black managers.

Having located the patterns of communication, good and
bad, how can they be explained? Table 3 lists the reasons the
Black managers believe they have good communcations with cer=-
tain segments of the Black community.

The fésponses in Table 3 indicate that many of the Black
managers, as other groups of people regardless of color, have
good communications with those people with whom they think alike,
have more in common, and agree with on certain.goals and means
of achieving them. From this table it also becomes clear that a
majority of the Black managers are moderate in their views. Many
readers might wonder how can such moderate managers have such nega-
tive views about the opportunities that exist for Black'managefs
in the corporate world; however, the data just substantiate the
point that Blacks, whether moderates or militants, do have the
common belief that Blacks are not treated equally and fairly in
the corporate worlsd because of racism.

Table 4 lists the reasons the managers believe they have
poor communications with various segments of the Black community.

Some of the individual managers' responses are reveaiing:

A Black lower level bank manager from Triple C Bank:
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TABLE 3

WHY BLACK MANAGERS HAVE GOOD COMMUNCATIONS WITH
CERTAIN SEGMENTS OF THE BLACK COMMUNITY

Reasons Black Managers
(N=116)

All Segments: Respondent knows and
associates with people from all segments;
tries to learn from all. 28 7

Moderates: Most of the respondent's

friends are from this background; can

communicate and talk with them; they

think on the same lines. 25

All Segments: Blacks are all looking
for the same thing--equality. 9

this background; therefore, understands

Middle and Lower: Respondent comes from
their neZEs and desires. 7

Middle Class: Most of respondent's
friends are from this class; they have
more in common. 6

Moderates: They have the best methods

to achieve goals, freedom, and equality;

they don't believe in violence or

bloodshed. 6

All Segments Except Militants, Extremists,
and Revolutionaries: Respondent does not

like violence. 4

Moderates: They just want what they
deserve and work for. 2

Middle and Conservative: They have nice
paying jobs, they play golf, join clubs, etc. 2

All Segments Except the Upper Class:
Respondent is sympathetic to their
goals and desires. 2

Other 9

Total 100
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TABLE 4

WHY BLACK MANAGERS HAVE POOR COMMUNICATIONS WITH
CERTAIN SEGMENTS OF THE BLACK COMMUNITY

Reasons Black Managers
(N=83)

Militants, Revolutionaries, and Extremists:
Respondent does not believe in violent methods. 26

E

Militants: Respondent does not agree with
their philosophy. 21

Upper Class: Respondent believes that they
have not done. anything for Blacks; they
are snobs, callcus, half-asses. 15

Militants: Respondent does not like their
attitudes and treatment of other Blacks
who do not agree with them. 14

Militants: Respondent has not been exposed

to them. 14
Militants, Revolutionaries, and Extremists:
Respondent does not believe in Black separatism. 8
Conservatives: Respondent does not agree with

their attitude that everything is peaches and

cream as long as you work hard. 5
Middle Class: Respondent doesn't have much

in common with the Black middle class; Frazier's
Black Bourgeoisie. 3
Other 15 °
Total* 121

have bad communications with more than\one segment and gave

*
The total percentage is over,100 because some managers
more than one reason for this. \\\
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"I've got good communications with the moderates. I have friends
in this group. I can talk and communicate with them. They ac-
cept my ideas even though they might not agree with me. 1've got
bad communications with ~he militants because I don't know that
many and I'm not exposed to them that often."

A Black female manager from Ace Public Utility: "I have
good communications with all segments except the upper class. I
can't stand upper class Blacks because they are 56 damn half-ass
and snobbish. They just can't relate to Black people."

Anotﬁér Black female manager from the same company explained
her feelings this way: ;I communicate better with middle class
Blacks than with lower é%ass Blacks. This is due to my own lack
of drive to get to know different types of Blgéks. I'm an arm-
chair revolutionary. The Blacks who are exposed to poverty, etc.,
I don't know very well--I'm lazy. I don't know what's happening
with the lower class Blacks."

A Black manager from Cousins Manufacturing who could
easily pass for a white because of his light skin, straight hair,
and blue eyes: "I get along with the moderate, middle class
Blacks because I try to avoid types of situations where 1 would
draw attention to myself and my family. I don't get along with
the militants because they have abused me about my light skin
and blue eyes." |

A Black lower level manager from Aunts Manufacturing: "I
get along with activists whether they are militant or moderate/

middle class or lower class. I have friends in all groups, but
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I don't get along with the conservative Black entrepreneur types
and the fraternity and social club types because I don't accept
a lot of their values—-such as attempting to assimilate completely
into white society and not really trying to help their own kind."
In short, Black managers, generally moderate in their
views, typically cannot relate to the violent tactics and revo-
lutionary philosophy of the militants/revolutionaries. Héwever,
there is a substantial minority-~primarily young, educated, Black
male managers who believe they are able to communicate with all
segments of gﬁe Black community.

Do the Black Managers Believe that Blacks Are
Pressing Their Case Too Hard?

Some readers might get the impression thatfgzzzzze many
of the Black managers are moderates and dislike viﬁiigce they

believe that Blacks are pressing their case too hard.) This is
not the case--96 percent do not believe Blacks are pyressing
their case too hard. Table 5 lists the reasons the Black man—
agers do not believe Blacks are pressing their case too hard.

The general tenor of the Black managers' remarks about
why they believe Blacks are not pressing too hard is that Blacks
have been and are still being oppressed; therefore, they have a
right to press for their equal rights in society. Many of them
believe that they will not obtain their lawful rights unless
they apply pressure on white society.

Some individual responses lend understanding to why the

managers don't believe Blacks are pressing their case too hard.
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TABLE 5

WHY BLACK.MANAGERS DO NOT BELIEVE BLACKS
ARE PRESSING THEIR CASE TOO HARD

Reasons Black Managers
(N=111)

White society will not change except under
continuous pressure; if there is no pressure,
there will be no change. 29 % -

When people are pressing fcr civil and
human rights, i.e., equality, they can't
press too hard. 22

There has been relatively little positive
change; thus, respondent does not believe
that Blacks are pressing hard enough. 19

Blacks are late in asserting their rightful
position in this society which has been
denied them too long. 14

Blacks who are qualified aren't making it;
therefore, Blacks aren't pressing too hard. 9

The militant Blacks are pressing their case
too hard, but in general most other Blacks
are not. : 5

Blacks have a right to use pressure in order
to achieve their fair share and equality in
this country. 4

Respondent personally opposes violent
tactics, but believes that they are helpful. 1°

Blacks are pressing too hard when they use
violent tactics. 1

Total* ' 104

*The total percentage is over 100 because of rounding
errors.
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A Black middle level manager from Triplé A Bank: "I
don't think Blacks are pressing hard enough. Most Blacks are
still under the psychological hangups caused by racism. The
younger Blacks are aware of this."

A Black bank manager from Triple C Bank: "If we don't
press it will still remain a token society and job discrimina-
tion will persig\}:. Whites are satisfied as iong as Blacks don't
push them and they are abie to change things at their own pace."

A middle level Black matjxager from Aunts Manufacturing:
"I don't thin};c Blacks are pushing hard enough. We must press for

" our rights. If a man shows you a house and you want to buy it and
he won't sell it to you, then burn it down."

A Black bank manager from Triple C Bank: "I see an ele-
ment of complacency in some Blacks. They get somewhere and for-
get where they came from. The doors have been opened to super-
niggers, but not to the average Blacks."

A Black female manager from Ace Public Utility: '"There
have been so many qualified Blacks who haven't gotten the chance
to make it. The only reason there are some Blacks making it is
because of the pressures."

Finally, a Black female manager from the same company:
"If given a chance, most of us can make it. Blacks should get
organized and do their thing. I don't like extreme militancy.
Have a revolution, but get it together first. The company will

not accept change except by pressure."
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Are the Black Managers Called Uncle Toms and/or Sellouts
Because of Their Positions in These Firms?

There are some Blacks who believe that a Black who enters
the business world is an Uncle Tom and/or a Sellout--a traitor--
to the Black movement. If Black managers are continuously called
Uncle Toms and are under the pressure to conform to their fimms'
standards, this could bring about serious conflicts in the Black
managers' identities. In order to see if the managers had been
labeled in these ways, they were asked the following questiomn:
Have you ever;been categorized in the Black community as an Uncle
Tom or Sellout, a traitor to Black people and the Black movement
in'general because of your‘position in this firm? Only 9 percent
of the females and 28 percent of the males answered this question
affirmatively.

In general, the younger, less educated, lower level Black
male managers from companies, who come from middle class back-
grounds, have just moderate aspirations, and have good communica-
tions with mainly the moderate middle class segment of the Black
community are called Uncle Toms more than any other group of
Black managers.

Furthermore, 30 percent of the Black managers who have the
most integrationist attitudes and only 13 percent who have the
least integrationist attitudes are called Uncle Toms. Oddly, the
degree of segregation of the areas the managers live in does.not
have any bearing on whether or not they are called Uncle Toms;

however, where the managers work and the type of work they do does.
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For example, 50 percent of the managers who have been called
Uncle Toms come from the two banks. The writer noted earlier that
most of the Black bankers are placed in branches located in Black
communities. As a result, many of these Black managers are called
such names as Uncle Tom and Sellout because they will not approve
a loan and/or check. The fyllowing responses are examples of this
type of situation:

A Black lower level manager from Triple A Bank: "I have
been called those names when I did not approve a loan for a
Black customéf."

A Black lower level banker from Triple C Bank: '"I get
called names all the time. Many Blacks don't understand why I
am working in the system--I do because I want to get aid for my
brothers and I'm a representation that there are job opportuni-
ties in the bank for Blacks. I'm accused of looking, dressing,
and talking like whites and not understanding the Black problem . . . ."

Another Black manager from the same company indicated that
he was not only called an Uncle Tom by other Blacks, but also by
some whites. He said, "I am always questioned about being an
Uncle Tom. Sometimes a white will ask me too. Many white women
have asked me the question."

Finally, a Black lower level banker from Triple A Bank:
"I was called an Uncle Tom when I fired a Black because he was a
poor worker."

Typical responses of Black managers who have been called

Uncle Toms or Sellouts, but who are not bankers follow:
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A Black lower level manager in Aunts Manufacturing: "I
used to live on 99th Avenue in East Oakland but after I was ripped-
off, 1 moved to the Lake District--a predominantly white middle
class area. Even though I frequently go back to East Oakland be-
cause of friends and relatives, some of them call me a Black
bourgeoisie. But they are still friendly."

An older middle level manager from Cousins Manufacturing:
"I am called names on any occasion when I do not agree with the
militant segment of the community."

And iéstly, a middle level Black manager from Deuce Pub-
lic Utility: "I'm called names when people don't know me or what
I do when I speak in the Black communities or at various meetings."

In short, the young, Black managers who work in service-
oriented jobs like banking and who have integrationist views are
quite likely to be called such names as Uncle Tom and Sellout.

The effect of the name calling on their performances in the cor-
porate world was not explored in this study, but being labeled
a traitor to one's race cannot have improved their morales.

Do White Corporations Psychologically and Physically
Remove Blacks from the Black Community?

The managers were asked whether ;hey agreed or disagreed
with the following statement: Many Black people, especially sep-
aratists or Black nationalists, believe that Black people working
in corporations are undermining the Black movement toward develop-

ing viable Black economic institutions; they say that corporations
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physically and psychologically remove Black people from their
communities; thus, Black people are deprived of the knowledge,
technical skill, and expertise of Black managers.

Only 11 percent of the Black managers agree with the‘
statement, and another 3 percent agree.with only the first part
of the statement.

The responses of some of the managers who agree afe quite
revealing:

One Black lower level female manager in Ace Public Utility
agrees with ﬁilensky's hypothesis about the assimilation effect
of the corporate world: "I have been thinking about this a great
deal. Right' now I am of the opinion that anyone who associates
with a group of people, such as Blacks do in the work situation,
begin to take on their values, mannerisms, etc. A Black must be
very strong to work against this assimilation process."

A Black middie level manager from the same company: "It
takes.the energy and talent the Black managers have away from the
Black problem areas and this is not healthy for the Black movement
in general."

A Black female from the same company: "I am somewhat guilty
of this myself. If you work with whites and you get along with
fhem you tend to forget that they would oppose working Qith more
than one Black."

Finally, a Black middle level manager from Triple C Bank:
"The Black executive 1s compromised into the white corporate image

of an officer. The true Black executive has yet to be molded."
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Table 6 lists the managers' reasons for disagreeing with

the statement.

TABLE 6

WHY BLACK MANAGERS DO NOT BELIEVE CORPORATIONS
REMOVE BLACKS FROM THE COMMUNITY

Reasons Black Managers
(N=101)

Before Blacks can help the Black community they
need to work in white corporations to get the
skills, training, and money needed. 35 %

It is not the case with the Black people these
respondents know; they have goals and objectives

to help the Black people and they do live in

Black areas. 20
Respondents do not beliéve in separatism. 17

The only way Blacks can really make it in this
society is through the corporate world. 10

Only those Blacks who are Toms or show-casing
will leave the community. 5

Blacks have to work and the jobs that are
available are mostly in white firms. 4

The problem is that many times people are with

or against and nothing in the middle. 3
Other (Includes mere repetition of disagreement

with the statement) 13
Total® 107

* . ’
The percentage is over 100 because several managers
gave more than one reason. '
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Some of the typical responses of the managers follow:

A Black female manager from Ace Public Utility: "I don't
agree with the Nationalists' philosophy. I am still interested
and a part of the community and I do my share. The militants
talk, but I prefer to go out and show whitey that I am together--
my actions speak louder than the militants' words."

A lower level Black manager from Deuce Public Utility
put it this way: "I disagree because I work in a large corpora-
tion and one day 1'll be in a position to help some other Blacks.
I'm not undef&ining the movement because Ilwill be able to help
them economically. I refuse to work outside of the Black commun-
ity, so I'm not removed from it."

A Black female manager from the same company -concluded:
"It is not the corporations who are removing people, it is the
Nationalists who are trying to move people away from the community.
People must live together. There should be equal opportunities
to live where we want to~-either in all-Black neighborhéods or
whatever. People should have the right to do what they want to."

Another Black female manager from the same company put it
this way: 'When a Black is hired he is going to do the job he is
there for and not forgetting that there are other qualified Blacks,
he is going to make that point apparent to the people he works for
and with. The Black won't forget his people--he only wants a job

and compensation for it. He's not going to change his race."
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These responses show that the vast majority of Black
managers do not believe corporations physically and psychologically
remove Blacks from the Black community. Their reasons for disagree~
ing are quite rational and valid. Blacks have developed a sense
of pride and positive identity. They do not want to leave their
community and their pride and positive identity will not allow
them to be psychologically removed from the community. A possible
explanation for Blacks not becoming physically and psychologically
removed from the community is that they work in areas which have
large numberé;of Black workers or in areas in which they are di-
rectly involved in the employment of Blacks, such as in affirmative
action or in areas in which they deal directly with the Black com-
munity; therefore, it is more difficult for the managers to forget
thelr ties and origins to the Black community.

Would the Black Managers Move to a
Small White City or Town?

Even though the vast majority of the Black managers do not
believe corporations psychologically and physically remove Black
managers from the Black community, more than a majority of them
would accept a transfer to a small white city or town.. More spe-
cifically, the managers were asked: Would you accept a transfer
to a plant located in a small white city or town? Fifty-six per-
cent of them said that they would accept such a transfer. The
young, ldwer level Black managers are least likely to accept.such
a transfer; there are no differences by sex or education. Table 7

shows the mahagers' responses by their age group.
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TABLE 7

WOULD BLACK MANAGERS ACCEPT A TRANSFER TO A
SMALL WHITE CITY OR TOWN?

Response Black Managers' Ages
30 and Under 31-40 Over 40
(N=45) (N=53) (N=18)
Yes 48 7 59 % 67 %
No 52 41 33
Total 100 100 100

Such factors as ile managers' social class, the percent of
Blacks living in their neighborhoods, with whom they have good and
bad communications, and their aspirations have nb effect on their
acceptance of such a transfer. However, the Black managers who
grew up in the South are more likely to accept a transfer than
those who grew up in other parts c¢f the U. S. The Black managers
from the South who would accept a transfer probably believe that
since they grew up in a racist, segregated part of the country,
they could live and work in any white setting.

Table 8 lists the reasons the managers would accept a
transfer.

Three of the managers' comments essentially sum up the
thinking of the Black managers who would accept a transfer to a
small white city or town.

A Black lower level female manager from Ace Public Utility:

"I would be able to make changes. I would bring more Blacks in.
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TABLE 8

WHY THE BLACK MANAGERS WOULD ACCEPT A TRANSFER
TO A SMALL WHITE CITY OR TOWN

Reasons Black Managers
(N=64)

Would go in order to show whites that Blacks
are qualified and capable; to educate whites
about Blacks and change their stereotypes. 42

e

Would go as long as it was a promotion and
offered viable opportunities. 24

Would go becduse feels he/she could function
in any type of environment; would be able to
overcome many obstacles. 17

Respondent already operates in such an

environment. 8
Would not matter. 8
Would go to any place except the South. 5

Would go because believes pressures are the
same anywhere in a white society. 2

Total® 107

*The total percentage is over 100 because some managers
gave more than one reason.
I would increase the standards. A small white communify does not
frighten me--I could out~think them."

A Black lower level female manager from Triple C Bank
put it this way: "I would go if it was a promotion. If they
gave me the opportunity, I could do the job well. It's surprising
when white people find out that Blacks don't just want to sociali?;

with whites, that they don't want to be in a white society and that
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they just want the right to be equalr I would welcome the oppor-

tunity so people could see that I am qualified and a person . . . ."
A Black male manager from the same company concluded: "My

pride is the fact why I believe I can succeed wherever I am,

regardless of the population ratio. I never want to place a limita-

tion on myself. I would meet all pressures eagerly and enthusiastically."
The managérs' responses as to why they would accept such

a transfer do not suggest that they want to leave the Black commun-

ity; they do suggest, however, that they have pride and confidence

in their abiiity to succeed in any type of environment.
Table 9 lists the reasons why the Black managers would not

accept such a transfer.
Some of the responses of the managers who would not accept

a transfer to a small white city or town are as follows:
A Black lower level manager from Cousins Manufacturing based

the reasons for his negative answer on the treatment his father and

brothers received in a small white town: "I come from a small

white city and I saw the abuse that my father and brothers took at

-a small plant-~refusal of positions. The company said it was due

to their lack of qualifications." .
A Black bank manager from Triple A Bank: '"I would not go

because of my family. I feel that Blacks should not be isolated

in an all-white community."

A Black manager from Ace Public Utility said simply:

"I would not go because I want to be around my own people.'
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TABLE 9

WHY THE BLACK MANAGERS WOULD NOT ACCEPT A TRANSFER\\\\\
TO A SMALL WHITE CITY OR TOWN

Reasons Black Managers
(N=52)

Would be too much pressure; would not be
able to do a good job. 38 %

Would be too much pressure for his/her :
family to put up with. 38

Would not be able to grow within the
company; opportunities would be limited. 30

Would not go because wants to live near
a Black community; wants to stay here to

help the Black community. 26

Does not like small white cities or towns. : 21

There are enough pressures here. 4

Other 2
*

Total 159

*The total percentage is over 100 because many of the
managers gave more than one. reason.

These managers, who are generally younger, believe that
racial discrimination would be so strong that they and' their
families would be adversely affected. These responses also in-
dicate that many of the Black managers do not see themselves being
accepted by white society; therefore, this would work against any

desire they might have to assimilate.
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What Do the Black Managers Think is the Best Path
for Blacks to Pursue in This Country?

Most of the Black managers are liberal in their views
about interacting socially with whites and they are, on the whole,
moderate in their political views. Thi. 1is not to say that most
Black managers are for complete assimilation into white society.
Even though in general the Black managers hold integrationist
attitudes, intefact frequently with whites, and believe that
houéing, jobs, schools, and public facilities should be deseg-
regated, the vast majority do not believe in complete assimila;
tion into white society and they are not trying to lose their
Black identity or cultural ties. They are essentially espousing
a middle ground which at once affirms cultural pluralism and op-
poses all forms of discrimination and forced segregation; but are
in favor of Blacks forming strong social, political, and economic
organizations and believé that every other minority has the right
to fight for their equality. Further evidence of this orientation

appears in the managers' responses to the following question: As

a group, what is the best path for Blacks to pursue in this country?

Only 12 percent of the Black managers--13 males and 1 female--be-
lieve that Blacks should assimilate and integrate completely into
white society and only 5 percent--5 males and 1 female--want to
separate f{rom white society. Seventy-four percent of the males
and 83 percent of the females believe that Blacks should form
strong social, political, and economic organizations; however,

10 percent of these managers believe that complete integration

{

/
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into white society would be the final goal for Blacks to achieve
but that Black culture and white culture should merge, taking the
best of both. Table 10 shows the managers' responses to the

question.

TABLE 10

WHAT THE BLACK MANAGERS BELIEVE IS THE BEST PATH
FOR BLACKS TO PURSUE IN THIS COUNTRY

Reasons Black Managers
(N=116)

Form strong social, political, and economic
organizations to pressure white society into
assuring Blacks equal opportunity and freedom

in the larger society. 76 %
Assimilate and integrate compietely into

white society. 12
Form their own separate Black nations. 3

Withdraw into the urban areas and form

separate ail-Black communities. 2
Other 7

Total 100

Fourteen of the Black managers said that Blacks should
assimilate into white society and eleven said that this should
be the ultimate goal of Blacks. Of these twenty-five Black man-
agers, only one is female. She is under 30 and from the working
class. While there are not many differences between the Black

managers 30 and younger and those between the ages of 31 and 40,
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there are between these two groups and the Black managers who are

over 40. Twenty—-one percent of those in the first two age groups,

compared to 56 percent in the over 40 age group, selected assimila
tion into white society.

When education is used as the control variable, it becomes
apparent that those Black managers with advanced degrees are much
more likely to believe complete assimilation into white society is
the best path for Blacks to pursue in this country than those with
bachelors degrees or no college degrees--45 percent of the Black
managers in fﬁe former and approximately 20 percent of the Black
managers in the latter two groups.

More than double the percentage of Black managers from
the middle class than those from the lower class believe in com-
plete assimilation.

Although where the managers lived until thev were 18 has
no relationship to their views regarding assimilation, only 6 per-
cent of the Black male managers who live in areas where Blacks
make up more than 50 percent of the population, compared to 31
pefcent who live in areas where Blacks make up less than 50 per-
cent of the population, believe complete assimilation is the
best path.

Lastly, Black males who have good communications with
only the middle class and moderates are more likely to believe
in complete assimilation than thosewho have good communicatit;ns

with all segments of the Black community.
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Here are several typical reasons why the Black managers
selected integration:

A Black lower level bank manager from Triple A Bank:
"The trend of everyﬁhing is that way; it is inevitable. Theie
will always be some intermingling and I think it would be for
the bhetter to have it all broken down. I think forming strong
organizations has been somewhat a failure--you can pressure
white society until you are blue in the face. The Black commun-

ity doesn't have a lot of money so there can be no real pressure."

A Black middle level manager from Aunts Manufacturing:
"I don't believe you can go very far if you don't interact. We
are in a multiracial society and we must live that part . . . ."

A number of other typical comments for other choices are:

A Black manager from Co.sins Manufacturing who believes
that forming strong sociél, political, and economic organizations
;nd then integrating into white society is the best path for
Blacks put it this way: "We must start by forming strong organ-
izations and then go on to integrating into white society. If
you deal with white society from a power position, you will fin-
ally become integrated."

A Black manager who selected only forming strong Black
organizations as the best path: "By do'ng this we are not isolating
ourselves and letting whites corral us. We are being forceful."

A Black female manager from Ace Public Utility gave these

reasons for her belief that Blacks should withdraw into the urban
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areas and form separate all-Black communities: "Blacks have the
responsibility of taking care of their own kind. We must pressure
Blacks and not whites--we have to use our own resources and get
our own thing together."

Table 11 shows the reasons the managers selected the
formation of strong Black social, political, and economic organ-
izations as the best path.

In concluding, multivariate analysis shows that the older,
well educated Black male managers from the middle class, living
in well integ£ated neighborhoods, and communicating with moderate,
middle class Blacks are much more inclined to believe in complete
assimilation than younger, less educated Black males from working
class families, living in predominantly Black neighborhoods, and
communicating with all segments of the Black community.

The Advice the Black Managers Would Give Other Blacks with

Regard to the Best Possible Strategy to Follow in this
Society in Order to Live a Prosperous, Free Life

In order to see what advice the Black managérs would give
to individual Blacks as opposed to the best path for Blacks as a
group to pursue in this country, the managers were asked: What
advice would you give an individual Black person with ;ebard to
the best possible strategy to follow in this society in order to
live a prosperous, free life? Table 12 lists the advice the man-
agers would give to other Black people. Notice that only 10 -per-
cent of the Black managers believe that Blacks cannot lead a free,

propserous life in this country at this time. Most of the advice
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TABLE 11

WHY THE BLACK MANAGERS BELIEVE FORMING STRONG SOCIAL,
POLITICAL, AND ECONOMIC ORGANIZATIONS IS
THE BEST PATH FOR BLACKS TO PURSUE

Reasons Black Managers
(N=88)

Statements which suggest that this is the most
effective way to bring about social change in
the U. S.; whites understand social, economic,
and political pressures. : 51 %

Blacks must be in a position of strength;
the only way they can be accepted as equals
is through unity. 26

For the present this is the best path; Blacks
must start from a power position, but believe
that assimilation into white society would be
the ultimate. 13

There are no advantages in a separate Black

nation; the ghetto is already an all-Black

community with little improvements; Blacks

don't want to lose their identity which would

happen if we assimilated completely into white

society; thus, forming strong organizations

is the best path. 11

Blacks do not have the money or resources to

form their own separate Black nations or to

withdraw into the urban areas and form separate
all-Black communities. 6

Blacks just want a chance; they do not want
separatism. 1
Not certain that this is the best path, but
thinks so. 1

*
Total 109

*The total percentage is over 100 because some of the
managers gave more than one reason.
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TABLE 12

ADVICE THE BLACK MANAGERS WOULD
GIVE TO OTHER BLACKS

Advice Black Managers

(N=116)
\
a

Blacks should become well educated and
develop their skills. 50 %

Blacks should be independent, believe in
themselves, stand up for their rights, and
have pride in themselves. 25

Blacks should set goals and standards,
then vigorously pursue them. 16

Blacks should work hard at whatever they are

doing or want to do; they should always do
the job well. 15

Blacks cannot lead a free, prosperous life
in this country at this time. 10

Blacks should find something they will be
happy doing. . 9

Blacks should have flexible attitudes in

order to be able to function in different

situations. 6
Blacks should be self-employed. 4
Blacks should learn as much as they can about

their company, i.e., the goals, organization,

policies, etc. : ‘3

Blacks should be highly critical of themselves;
they should learn their abilities and limits.- 3

Blacks should join large, progressive firms. 1

Blacks should use their color; Black is
beautiful now, but it might not be later. 1

%
Total . 143

*The total percentage is over 100 because many managers
had several things they would advise Blacks to do.
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is solid, worthwhile advice which most people would give to others.
In an indirect way the responses to this question imply that most
Black managers believe there are opportunities available for Blacks
in the corporate world; however, as the responses to previous ques-
tions in Chapters VI and VIII indicated, the Black managers are
optimistic mainly because they believe that their continuous
struggle and pressure on white society for equality and their
confidence in their ability as Black men and women will prove
fruitful and not because they have faith in white society changing
on its own. )

Some of the managers'

responses are quoted below:

A Black lower level female manager from Ace Public
Utility: '"Blacks should get an educatiom. Théy should go out
and try to enter into work in their desired field. They should
not get discouraged. And they should prove themselves, thus giving
their brothers a chance."

A Black middle level manager from Ace Public Utility:

"Be proud of yourself as a Black man and believe that you are,
equal to any man. Try to adopt whatever practices and tendencies
are the most successful in the white world and eliminate those
that are the most oppressive and still compete in that system."

A Black middle level manager from Cousins Manufacturing

gave this advice: ''Blacks should get an education. If there is

something you want to do qualify yourself and then go where this

type of job is offered. Once you go there and are r